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PREFACE 


This edition is more than an updating of the previous edition. It also offers the perspectives and 
background developed during several decades of teaching and reading of journals in psychology. 
The topics selected and emphasized are those which have passed the test of classroom use with a 
wide variety of students. Entirely new chapters have been added on automation and psychological 
climates. Recent research studies on mental health, psychological needs, illumination, the adop¬ 
tion of new products, and animal experiments of significance in child development and executive 
stress are some of the topics that have been given special attention. 

As in the previous editions, the basic framework for the reader’s thinking about the dynamics 
of the individual’s behavior—the adjustment concept—is still central; it is the binding thread of 
theory running through the work in a pattern strong enough to provide some integral unity. 

My interviews with individual students, counseling sessions with employees and executives in 
industry, and the comments of colleagues have confirmed my belief that the reader should be 
offered information and viewpoints that may contribute to effective dealing with both personal 
problems and relations with others. Many a reader will not have opportunity to extend his formal 
acquaintance with psychology beyond the scope of this book, and I have therefore tried to present 
those psychological principles that are fundamental and significant in life and work. The reader 
should obtain some sound bases for better insight into psychodynamics as he lives and works with 
others. He should also gain some foundation of social philosophy that is applicable to the chang¬ 
ing social order and thereby be able to function more effectively in a position of leadership. 

Of course, a teacher-writer has a tendency to think in terms of those behavorial and instruc¬ 
tional patterns which he has found fruitful. Another teacher in the same field may follow some¬ 
what different patterns in his thinking and procedures. Any teacher should, however, find it easy 
to adapt the text contents to fit his unique needs. Sometimes a teacher becomes especially effective 
when he modifies the treatment of a topic in a text. 

A text such as this deals with so many subjects that the reader must not imagine that he has 
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been given final or conclusive information. Rather, he should feel that the present treatment of 
topics has opened the way for further exploration on his own initiative. 

No man can produce a text such as this only by his own effort. One of the functions of an 
author is to obtain from other teachers and researchers the fruits of their work for presentation 
o students. I am indebted to Karen Bowles who abstracted hundreds of published articles in 
order that I might select appropriate findings to update the book. Lura Jackson, of the National 
Institute of Mental Health, kindly suggested the most recent data available from the Department 
of Health, Education, and Welfare. My secretary, Gladys K. Kennedy, not only typed and edited 
the manuscript but also made numerous inspections and corrections to insure accuracy. 


Harry W. Hepner 
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PART I 


INTRODUCTION 


CHAPTER ONE 

REASONS FOR 
STUDYING PSYCHOLOGY 


People study psychology for various reasons. 
A few want to appreciate its influence in the big affairs of historical 
significance, but most people study it as an aid in dealing 
with their own problems of life and work. 
This chapter reviews some of these personal problems and indicates 

how psychologists deal with them. 
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REASONS FOR STUDYING PSYCHOLOGY 


WW e all like to study people. Psychology is 
surely among the most useful of all our 
sciences. Its importance is constantly im¬ 
pressed upon us by the delightful and the not- 
so-delightful behavior of our associates as well 
as of ourselves. Examples of psychological 
influences are as numerous as people—our¬ 
selves, our friends, our work associates, and 
our leaders. Every human being, no matter 
how low or high his position on whatever 
scale of values we choose, is a living example 
of the subject matter of psychology. 

Somehow many people seem to think that 
psychology is more or less limited to the study 
of odd or atypical persons, such as the feeble¬ 
minded, the neurotic, the insane, the genius, 
the problem child, or other deviates. They fail 
to appreciate that the so-called ordinary indi¬ 
vidual, the member of the great majority, is 
just as interesting as the most unusual per¬ 
sonality. Furthermore, they are apt to assume 
that the outstanding leaders in business, 
political, and other affairs are motivated by 
logical, not by psychological, influences. 

Actually, the leader is just as good (or 
poor) a subject for study as anyone else. 
Sometimes he deserves special study on our 
part because his behavior is likely to have 
wider effects on more people than that of the 
non-leader. 

Recent events in world affairs have revealed 
to us some marked differences in the mental 
maturity and balance of leaders. The mem¬ 
bers of this generation are gradually learning 
about the close relation between the psycho¬ 
logical characteristics of individual leaders 
and some effects those characteristics have on 
everyday human affairs. Many of us are be¬ 
ginning to realize that a leader may be so 
immature psychologically that he seeks to 
satisfy himself at the expense of other peo¬ 
ple, or he may be so mature as to promote 
the satisfactions of his people in such a way 
as to foster their personality development. 
Whenever we study the many historical influ¬ 
ences in the shifting boundaries on maps of 
the world, we note how, in some instances, 
millions of lives have been affected by the 


impulsions of some maladjusted dictator to 
satisfy his complexes and those of his blind 
followers. The study of psychology shows us 
how we, as individuals, as well as our leaders, 
at times cling to immature and unintelligent 
patterns of behavior. 

When a person trained in psychology 
listens to a business executive, labor union 
official, politician, preacher, or reformer, he 
says to himself: "Has this man analyzed the 
conditions of which he speaks and come to 
a sound objective solution, or is he merely 
giving vent to the impulsions or perhaps even 
the venom of his own mind?” The dictators 
and the tyrants in all human affairs, whether 
of nation, corporation, school, or home, will 
continue to blight the lives of others until 
people learn enough applied psychology to 
recognize the personality differences between 
tyrants and statesmen, between bosses and 
leaders, between schoolmasters and educators, 
and between neurotic females and well- 
adjusted women. 

Most thinking persons look out upon a 
sorely troubled world. The problems of inter¬ 
national relations are baffling, and the influ¬ 
ences of leaders in international affairs are 
often discouraging. Furthermore, we can do 
little or nothing about many of the most dis¬ 
couraging problems at home or beyond our 
own shores. Even with the best of psycho¬ 
logical training, we could not teach the people 
of a foreign nation to choose or direct their 
leaders more intelligently. However, through 
the aid of psychological insight, we, in our 
own nation and niche in life, can often inter¬ 
pret the most hopeless of situations; and this 
ability to interpret the mental factors helps to 
lift us to a more intelligent plane of living. 

The ability to recognize psychological cur¬ 
rents everywhere and to interpret them intel¬ 
ligently is a most desirable accomplishment. 
Young people, particularly those who seek to 
train themselves for the positions of leader¬ 
ship of today, want to see more clearly the 
human problems in our time. The complexi¬ 
ties of our industrial civilization call for a 
wisdom which the members of this generation 
have not as yet fully attained. 
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The stimulating nature of the college situa¬ 
tion forces the alert student to ask himself 
questions such as “How can I get my place 
in this world straight?” “How can I become 
a mature adult in the midst of all the pos¬ 
sibilities around me?” and “How can I attain 
a satisfying identity of my own?” 

Two counselors of college students have 
pointed out one of the growth tasks of adole¬ 
scence as 

defining a cognitive map of the universe so that 
the self, when developed, will have a place to 
stand. This part of the problem generates the 
adolescent’s brooding interest in abstractions and 
absolutes: God, Communism, creativity, right, 
wrong, evolution, relativity and a host of other 
ideas that are somehow personally important to 
the boy. By sorting them out, he sorts himself 
out. This aspect of his growth task is little em¬ 
phasized in psychodynamic literature; psychia¬ 
trists and psychologists both usually tend to 
overvalue human relations and to understate the 
importance of purely cognitive understanding of 
the nature of things. 1 

The psychological problems around us and 
in our own lives require the aid of all that 
psychological research can contribute. Fortu¬ 
nately, most students want to become familiar 
with fundamental facts about themselves as 
emotional beings and as developing persons in 
this changing world. 

Outstanding Problems That Are Partly 
of a Psychological Nature 

One important kind of psychological prob¬ 
lem arises from the fact that our magnificent 
industrial and technical development has not 
resulted in equally magnificent emotional 
satisfactions for many of our citizens. Engi¬ 
neers, scientists, and inventors have produced 
a technological age which is truly marvelous, 
but which has not always satisfied the hearts 
and minds of the men who operate its ma¬ 
chines, nor of the customers who benefit from 
its products. We are like children playing with 
powerful but somewhat dangerous toys. 

Economic insecurity, whether caused by 
political or other conditions, certainly has an 
important bearing on emotional insecurity. 


3 

We must also recognize, however, that eco¬ 
nomic security does not imply emotional 
security. Many persons with high incomes feel 
insecure because of psychological problems 
that wealth does not solve. Furthermore, 
unemployment is not entirely an economic 
problem; many unemployed people have a 
psychological immaturity which would cause 
them to be unemployed in any economic 
system. 

Feelings of insecurity may arise from a 
wide complex of sources as indicated by find¬ 
ings of investigators who have studied emo¬ 
tional problems of students: 

One hears a great deal about security. It has 
become the golden calf of today. When one stops 
to analyze what is meant by it, one soon learns 
that it has little to do with jobs, with income or 
social status, but is a subjective feeling derived 
usually from a certain sense of approbation and 
depending more on self-approbation than on any¬ 
thing else.* 

The state of mind of any individual is often 
more important to him than his relationship 
to the state of the nation or the international 
situation. When a person is filled with feelings 
of inadequacy, worry, and anxiety, the lowered 
self-esteem is likely to produce overwhelming 
declarations of dependence or as one man 
phrased it, “a muted cry for help.” 

The presence in a nation of many persons 
who have these needs suggests that some are 
apt to look to some stronger person or to some 
political system which promises to play the 
role of all-providing father. 

When people lose faith in themselves and 
their ability to cope with life’s problems, they 
are likely to turn to an untried system of 
government, a dominant cure-all type of 
leadership, or to “escape” from the intolerable 
situation, as is exemplified by some of the 
drug addicts in this country. 

Problems of Students Who Were Not 
Having Academic Difficulties 

When we ask people about their own psy¬ 
chological problems, we find that almost all 
appear to be living with bothersome worries. 
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One of the best studies of personal prob¬ 
lems of special interest to college students 
was made of 259 healthy, “normal” students, 
sophomores at Harvard from four entering 
classes. The problems reported were either 
raised by the students themselves or were 
recognized by the investigating staff. These 
students were selected for good health, satis¬ 
factory academic status, and overtly good 
social adjustment. They participated volun¬ 
tarily in the research. With regard to such 
factors as socio-economic status and race or 
creed, these students were representative of a 
fair cross section of the college population. 
The investigations consisted of the coopera¬ 
tive observations of a physician, several psy¬ 
chiatrists, a physiologist, an anthropologist, a 
psychologist, and a social case-worker (who 
interviewed practically all the families as well 
as the young men themselves). 

...In the first place, the students were made 
to feel that they were helping in the investigation 
by talking about themselves or asking questions, 
and that they were not encroaching on anyone's 
time. In the second place, each participant knew 
that he would be put through certain routine 
examinations by different observers: the medical 
examination, the anthropological measurements, 
the psychometric tests, the psychiatric interviews, 
etc. In this way he became aware of different 
fields in the study of man, and his interest in his 
personal characteristics was aroused. We could 
observe a certain educational advantage in the 
system. Thirdly, he could voluntarily choose any 
one of the various examiners to discuss matters 
of concern to him. 3 

The report of the investigators omitted 
aspects of a boy’s life which occurred before 
college or during postgraduate years and 
purely medical or other technical aspects that 
would not be in the sphere of a counselor. 
Problems resulting from military service, or 
that could be solved without too much trouble 
by the person concerned, were also omitted. 
Ninety per cent, 232 students, had problems 
they wanted to talk over. See Table 1.1. 
Twemy-seven men (10 per cent) seemingly 
had none. 

The kinds of problems varied greatly according 
to individual situations. Most of them centered 


around social or family relationships. Many men 
revealed multiple interconnected problems, such 
as personality difficulties, adjustment to family 
and friends, college finances, and career. Others 
revealed only isolated problems in a setting of 
very sound personality. 

The authors pointed out that in an un¬ 
selected group of college students, more prob¬ 
lems would be likely to occur than did in this 
study, as the selection of students eliminated 
obvious cases of poor adjustment. 

Studies of students of several colleges have 
been reported. At Brooklyn College, for ex¬ 
ample, one counselor of students found the 
following types whom he met with regularly: 

(1) The student who cannot study, who com¬ 
plains of inability. (2) The student who is lonely, 
who cannot make friends. (3) The student who 
is unable to speak in class. (4) The student with¬ 
out any purpose or vocational aim. (5) The habit¬ 
ual evader, obstructionist, and complainer. (6) 
The student in acute conflict with his family. 
(7) The student with a physical defect. (8) Spe¬ 
cial problems of veterans. 4 

At Bennington, another counselor reported: 

One-third came for help because of neurotic or 
psychosomatic symptoms obviously suggesting an 

emotional basis-A quarter came to ask for 

advice or support in the midst of emancipation 
battles with the family-A sixth appeared be¬ 
cause of difficulties in college work, varying from 
almost total failure to take hold of college tasks 
in spite of good ability to complaints of dawdling 
and mind-wandering when papers had to be writ¬ 
ten. Approximately the same number reported 
maladjustment in the college community or in 
personal relations—The remainder consulted 
the psychiatrist for vocational or other practical 
perplexities.. .and because of general interest in 
a personality review. 5 

The classifications used and the emphases 
in counseling differ somewhat in the reports 
of studies made over the years but the emo¬ 
tional problems of students seem to be es¬ 
sentially the same in most colleges and time 
periods. 

A common estimate of the proportion of 
students who require professional psycho¬ 
logical or psychiatric assistance is 10 per cent. 
These seek help. Perhaps an equally great 
number need such assistance but do not seek 
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(including both self-offered problems and those recognized by the Staff) 


Number 
of 259 
Participants 


'■ S " M flings o( inferiority, social sensitivity, making friends, 

rattling and getting along with girls, immaturity per roommates, class dissatis- 
factions) . n3 

2. Adjustments to family 

a. Parental discord, separation, divorce, remarriage . 14 

b. Antagonism to parents, reaction to domination or discipline.'family criticism, lack 

of understanding, family relations in general. 69 

c. Advice concerning physical or mental health of parent .... *..’ ’ ''' 18 

d. Adjustment to death of parent . . $ 

3. Career and life work . ^ 

4. Finances in college . 3 j 

5. Need for discussions centering around subject's personality 

a. Emotional instability, tenseness, excitability, fears and concerns, “psychoneurotic” 

symptoms .*. so 

b. Discussions of personality in general, integration of‘ personality,' handling of 

arrogance and egotism . 47 

c. Need for directions, objectives, purpose, and values . . . . . . . 32 

d. Mood swings .21 

e. Rigidity, "just-so” personality .12 

f. Possible mental illness .’ " 6 

6. Academic 

a. Adjustment to Harvard, dissatisfactions with Harvard. 20 

b. Academic help needed, organization of time and work.. 14 

c. Intellectual lacks for college or career.6 

d. Field of concentration (majoring) . 3 


7. Sex 

a. Marriage, love affairs, sex relations . 39 

b. Problems arising from masturbation . 17 

c. Need for information concerning homosexuality . 3 

d. Information about venereal disease . 2 


8. Others 

a. Anti-Semitism, anti-Nazism . 8 

b. Religious conflict, search for religious belief. 8 

c. Alcohol . 7 

d. College scrapes. 6 

e. General advice needed . 6 

f. Help in getting job . 5 

g. Stammering, speech . 4 

h. Insomnia . 3 

i. Handwriting . 2 

j. Extracurricular activities . 2 

k. Revolt against New England . 2 

l . Extreme wealth . 1 


From Clark W. Heath and Lewise W. Gregory, “Problems of Normal College Students and Their 
Families,” School and Society, Vol. 63, 355-358. 
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it. Recently, certain present and former staff 
members: psychiatrists, psychologists, and 
other specialists of the Harvard University 
Health Service, available to those students 
who present cases of poor adjustment, have 
written a book about the psychiatric and 
other problems of students and the ways in 
which the problems are dealt with by the 
Health Service. Some of the chapter titles are 
“Distinguishing Patterns of Student Neu¬ 
roses," “Problems Connected with Studying,” 
“Student Apathy,” and "Emotional Distur¬ 
bances Among College Women." 6 

Problemt That Lad to Discharge 
of Employees 

Personal problems that are related to per¬ 
sonality also have considerable bearing on 
one’s effectiveness and adjustment to work. 
In a study at a major oil company, character 
traits were said to represent 90 per cent of 
the causes for discharge and 76 per cent of 
the reasons for which promotion was not 
granted. 7 

When Alanson H. Edgerton had spent over 
twelve years in an extensive study of voca¬ 
tional education, he too found that per¬ 
sonality and character traits are often more 
important than skill or intelligence for suc¬ 
cess in employment. He and his colleagues 
examined 144,279 actual jobs in 2,630 fields 
and followed 15,824 youths through ten years 
of school and work. 

Successful employees, he reported, must be 
versatile. Three-fourths of the employers he ques- 
tionnaired wanted youths skilled in at least two 
kinds of work (such as lawyers who also knew 
banking, or stenographers who could keep books). 

But more important than skill or intelligence, 
he found, is personality. In one sub-survey, stud¬ 
ies were made of 3.607 men and women who had 
lost their jobs. It turned out that 77 per cent had 
been fired for tactlessness, unfairness, irritability, 
bad manners, etc. Again. Dr. Edgerton rated a 
group of job holders for (1) intelligence and 
( 2 ) personality. The most intelligent 33 per cent 
earned only $139.44 more per year than the least 
intelligent; but the highest 33 per cent in per¬ 
sonality earned $842.73 more than the lowest. 


Specifically, well-liked employees are co-opera¬ 
tive, loyal, polite, tactful, friendly, patient, alert, 
daring, confident, and cheerful. 8 

Psychological Problemt of Businessmen 

The employees of business are not the only 
workers who have psychological problems, 
some of which result in discharge. Executives, 
too, have their unique problems, both as 
individuals and as executives. 

Business and industrial job failure due to 
psychological problems is not limited to the 
lower ranks of workers; many of their prob¬ 
lems are shared by those in executive posi¬ 
tions, although the greater responsibilities 
of such jobs create additional psychological 
hazards. 

When we talk about businessmen and their 
psychological problems, we should recognize 
that the principles and problems of the 
mental life are common to all people of our 
civilized society. Students, business execu¬ 
tives, employees, and customers have essen¬ 
tially the same emotions, feelings, and traits 
as individuals of other classifications. The 
psychological principles that apply to the 
person in the school and the home also apply 
to the same individual in the office and the 
factory. Basic principles are universal; only 
settings differ. As students of human behavior, 
we can be alert to the meanings in a person’s 
behavior regardless of where he may be 
active. 

When a man speaks to us he is always telling 
us two stories at once even though we commonly 
attend to but one of them. One is the tale he 
actually tells, and it may be about anything. The 
other is a story about himself—the story consti¬ 
tuted by the fact that he, under the circumstances 
present, does tell us just that tale and tells it to 
us in just the way he does. The style and the 
matter of a man’s speech or of his writings, it has 
been said, is a picture of what the man is—of 
his point of view, his character, his intellectual 
resources, his tastes, his temperament, et al. And 
all this is exhibited to us, if we but give it our 
attention, not only when a man expresses himself 
in language but equally where this mode of ex¬ 
pression is of other sorts. How a man walks or 
sits, what sort of clothes he wears and how he 
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wears them, what sort of house he builds, how 
he spends his leisure and his money, what he 
fights for and how he does it, the undertakings to 
which he devotes himself, the sort of gods he 
worships, which books he reads, the arts he culti¬ 
vates and the sorts of products he makes them 
yield, the modes of conduct and the social insti¬ 
tutions which he approves or disapproves—all 
these things provide us with a picture of the man 
and of his environment into which we can project 
ourselves in imagination as effectively as we can 
into the characters and situations represented in 
the stories he tells, the plays he acts, or the books 
he writes. 9 

The person who studies human behavior 
extensively wherever he finds it learns to see 
the patternful nature of the individual’s ac¬ 
tivities, and how certain acts in behavior are 
related to other acts. The person’s behavior 
becomes more meaningful as it fits into basic 
patterns that characterize the individual. For 
example, the executive who failed as a youth 
to learn how to compete in games with other 
boys is also apt to be unable to endure the 
presence of rivals in his business relations. 
Such an executive seldom hires subordinates 
or assistants who are as able as he. The 
department head who has ability but sur¬ 
rounds himself with weak personalities is 
harmful to the business concern and also is 
a problem to the college graduate who seeks 
to advance in that executive’s department. 
The student, therefore, should seek to know 
psychological principles and patterns in be¬ 
havior wherever he may find them in order 
that he may be able to use them when needed 
in business and other settings. 

What Psychology It Not 

In Greek mythology, Psyche was repre¬ 
sented as a beautiful maiden having the wings 
of a butterfly. Psyche symbolized the soul. 
The butterfly symbolized human immortality. 
Originally psychology, from the root words 
psyche, soul, and -logy, a combining form 
meaning a science—the science of the soul— 
was a branch of philosophy. 

A generation ago psychology severed its 
formal relations with philosophy and became 


a science in itself. It no longer studies the 
soul, nor is it interested in such problems as 
communication with the dead. Psychology 
and psychical research are two different fields, 
and the psychologist does not have very much 
hope of successful discoveries in psychic 
realms. Psychology has lost its mystical 
quality. It is not interested in cults or in 
magical influences on people who happen to 
be about us. It does not take the place of the 
witch doctor. 

Psychologists are not interested in charac¬ 
ter analysis from observation of superficial 
physical signs, except to report that such 
methods of analyzing people are largely falla¬ 
cious. Many sales managers mistakenly think 
that they are psychologists when they try to 
predict a man’s selling ability from the color 
of his hair or the shape of his chin. 

Most psychologists are not interested in 
mind reading or in thought transference. 
They have not found that mental telepathy 
has sound foundations. Investigations of those 
incidents in the lives of their friends which 
indicated that mental telepathy might exist 
usually showed that such experiences were 
coincidences which occur in the life of every¬ 
one. When the psychologists have checked or 
examined phenomena of this sort, they have 
found that the apparently mystical should be 
treated in terms of natural laws. 

Nor is psychology a short cut to success in 
business or in life. Many people who study 
psychology do so with the hope of finding a 
talisman for success. It will not make a 
mentally strong and powerful individual out 
of a weakling. It is of assistance, of course, 
in bringing out the latent possibilities of peo¬ 
ple and in enabling them to adjust themselves 
to one another; but we should look upon psy¬ 
chology as a science. 

What Psychology Is 

Psychology is method applied to mental 
phenomena, not magic. The outstanding ap¬ 
proach to the problems of our modern age is 
our highly developed technique for gaining 

\ 




• REASONS FOR STUDYING PSYCHOLOGY 

insight into all aspects of our experiences— 
namely, the scientific method. Steps in a 
scientific method are: (a) observation of a 
chosen phenomenon, (b) accumulation of the 
facts, (c) noting a pattern among the facts, 
(d) finding a plausible explanation of the 
pattern within these facts (hypothesis), (e) 
making a new prediction on the basis of the 
plausible explanation, and (f) checking the 
prediction experimentally—hence increasing 
or decreasing the belief in the plausible ex¬ 
planation, depending upon whether the new 
findings agree or disagree with the prediction. 
Albert Einstein once put it: 

The scientific way of forming concepts differs 
from that which we use in our daily life, not 
basically, but merely in the more precise defini¬ 
tion of concepts and conclusions; more painstak¬ 
ing and systematic choice of experimental materi¬ 
al; and greater logical economy. By this last we 
mean the effort to reduce all concepts and cor¬ 
relations to as few as possible logically independ¬ 
ent basic concepts and axioms. 10 

The use of the scientific method does not 
reveal absolute laws or ultimate truth. 
Rather, scientifically developed principles are 
descriptive statements of relationships ob¬ 
served between events. Each principle, 
though useful in describing relationships, is 
subject to further improvement. Scientists do 
not expect to discover final laws but they 
do seek progress toward continued enlighten¬ 
ment. 

Delicate instruments have been invented 
to aid the observer in detecting and measur¬ 
ing variations of the phenomena under study. 
Involved statistical techniques have been de¬ 
veloped for treatment of the data. The thou¬ 
sands of scientific studies being made by psy¬ 
chologists and other scientists are slowly 
modifying our daily work and living. They 
have already revealed possibilities for utiliz¬ 
ing human and physical forces that were not 
dreamed of by our forefathers. The use of 
the scientific method for gaining insight has 
partially displaced unsound methods such as 
those of superstition and occultism. 

Several organizations furnish those research 
and consulting services which bring various 
social sciences and management techniques to 


bear on problems of human relations. F. F. 
Bradshaw, president of one of these concerns 
—Richardson, Bellows, Henry & Company, 
Inc.—stated: 

It has been said that chemistry is the result of 
the marriage of alchemy with mathematics. 
Whether or not that is true historically, it is true 
that the essence of science lies in measurement. 
Common sense told us that the world was flat, 
but measurement sent Columbus on his voyage 
of discovery. Painstakingly, piece by piece, pa¬ 
tient scholars have taken man’s experience and 
analyzed, defined, and measured. This is the his¬ 
tory of science, and science is a foundation of 
modem civilization. 

Sometimes people mistakenly assume that sci¬ 
ence is a body of fact. It is more than fact—it is 
measurement, prediction, and control. Sometimes 
ignorant people have insisted that science was 
fiction, especially wherein it was not fact. There 
is a vast difference, however, between fiction and 
theory—between simple prediction based on 
hunch and wish and scientific prediction based on 
measurement. 11 

We now define psychology as the “study 
of human behavior by scientific methods.” 
Behavior, as used here, refers to more than 
conduct, deportment, or manner. It includes 
all normal and abnormal activities of the 
whole organism, even those of feebleminded¬ 
ness and insanity. The aims of applied psy¬ 
chology are the description, prediction, and 
control of human activities in order that we 
may understand and direct intelligently our 
own lives and influence the lives of others. 

Psychology is a most useful study because 
every man must live with himself and with 
others. Even though a person never studies 
it as a science, his every thought and act 
illustrate its principles. To live means to func¬ 
tion, and behavior is the material of psy¬ 
chology. The unit of study is the individual. 

Of course, a person may live a pleasant life 
and never study himself or his behavior. An 
angleworm and a cow are presumably content, 
but we have no evidence to indicate that they 
are intelligently happy. Happiness for the 
modern man demands more than mere or- 
ganismic contentment. He wants to be phys¬ 
ically comfortable, but he also wishes to 
know the laws of mental life, the principles 
of human behavior, so that he may utilize 
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them for new satisfactions. Our present civili¬ 
zation rests upon the basis: “Let us study life 
and its conditions so that we may utilize our 
findings to rise to new and more intelligent 
levels of personal satisfactions and social rela¬ 
tionships.” 

Every person is something of a psychol¬ 
ogist. The roots of the subject are as old as 
the human species. However, modern scien¬ 
tific psychology is a relatively recent develop¬ 
ment. The first American laboratory was 
started in 1883 at Johns Hopkins University, 
and in 1889 the first title of “Professor of 
Psychology” was bestowed upon William 
James by Harvard University. 1 * 

Present-day psychologists pride themselves 
on their use of the scientific method. Former¬ 
ly, it was not unheard of to set up a law 
after making a hypothesis. Now the accent is 
on objectivity and quantitative data. Statis¬ 
ticians and psychologists have collaborated to 
achieve scientific methodology. They have 
made possible the objective appraisal of facts 
with a minimum of subjectivity by devising 
methods of treating quantities of data to 
ascertain whether they have any real signifi¬ 
cance. A classic example is the concept of 
correlation, by which it is possible to compute 
what relationship one factor or group of fac¬ 
tors bears to another factor or group of 
factors. The last chapter of this book presents 
a few of the more simple statistical techniques 
in use today. 

Another method by which experiments are 
made more scientific and yield dependable 
conclusions is the use of control groups in 
experimental groups of subjects. Use of a 
control group with an experimental group 
makes it possible to learn which factors 
under investigation have a bearing on the 
findings. Animals are used frequently as sub¬ 
jects by some experimental psychologists 
because of the impracticability of running 
certain types of experiments on human be¬ 
ings. Through such experiments it has been 
possible to learn about important aspects of 
drives and motivations, /fleets of thwarting, 
and problem-solvin^henavior, for example. 
Caution must always be exercised, however, 


in generalizing that results obtained from 
animal experiments apply also to human 
beings. 

In addition to the basic methodological 
tools already mentioned, such as statistics 
and experimental and control groups, there 
are secondary tools such as rating scales, 
morale and attitude surveys, readership sur¬ 
veys, the polling of selected samples or panels, 
and objective and projective tests. 

Some psychologists who are particularly 
interested in personality and characteristic be¬ 
havior have developed schools of thought or 
theories regarding it. Other psychologists are 
inclined to an eclectic view, and take some 
phase from each school or theory into their 
own thinking. There is much general agree¬ 
ment, however; as, for example, on the view¬ 
point that all types of personality deviate 
from the statistical “average” to a greater or 
lesser extent, and that all behavior is adjus- 
tive, although not necessarily successfully so. 

Each person adjusts himself to his world 
in his own way. Average or so-called normal 
behavior is really only theoretical. There is 
no sharp division between normal and abnor¬ 
mal behavior. Behavior considered normal 
might be said to represent that of more than 
half of the people in a society. The other peo¬ 
ple differ more and more from the normal. 
Although such a definition would be but one 
of several possible and arbitrary ones, it 
should be understood that atypical behavior 
refers to the less common methods of adjust¬ 
ment in a particular culture. 

When a person’s behavior is so far removed 
from the norm of his society as to make him 
or society uncomfortable, psychotherapy is 
often indicated. This is a job for clinical 
psychologists, who utilize the work of experi¬ 
mental and other psychologists. To guide the 
process of therapy, clinical psychologists em¬ 
ploy various diagnostic methods—tests to aid 
in ascertaining the dynamics underlying be¬ 
havior, and devices that yield specific infor¬ 
mation, such as the encephalogram, a record 
of brain waves that reveals whether certain 
disorders are functional or due to epilepsy or 
brain tumors. 
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So much work has been done by psychol¬ 
ogists that only certain major divisions can 
be treated in any course in applied psychol¬ 
ogy. The divisions chosen for consideration 
here, because of their probable value to the 
student as a student and as a potential leader, 
are the following: 

Personality 

Students who are interested in improving 
their personalities—and most students are— 
are especially interested in principles that 
underlie personality development. Much 
serious work has been done in this field to 
ascertain relationships between environment, 
experience, natural endowments, the physical 
(organic) state of the individual, and his per¬ 
sonality. As yet there are few final answers, 
although many hypotheses are being explored. 

The oft-used terms “introvert” and “extra- 
vert" usually intrigue students. If they have 
come by some means to believe that they are 
either introverts or extraverts, they want to 
know whether it is possible for them to 
change. Here again they should be warned 
that extraversion and introversion represent 
positions on a continuum. Most people are 
neither one type nor the other; they have 
some introverted characteristics and some ex- 
traverted ones. It is the tendency to display 
more of one characteristic pattern of behavior 
than the other that makes a person intro¬ 
verted or extraverted. In view of this fact, is 
a person doomed to remain one personality 
type, or can he change? The answer is that 
he can change, provided he can acquire new 
insights that enable him to develop new 
behavior patterns. 

Personal Problems 

Mental Efficiency and Effective Study 

Also of special interest to the student are 
his problems in mental efficiency and effective 
study habits. Since these are largely a func¬ 
tion of the personality in action, a person with 


new insights can improve his habits in this 
area of activity. Experiments on the nature 
and methods of learning have revealed some 
helpful suggestions for every student. 

Vocational Adjustment 

The psychological problems of the student 
do not end with the completion of his college 
work. He must earn a living, as a professional 
worker or a businessman, most probably as an 
employee who has ambitions for himself as a 
supervisor, manager, or owner. 

Vocational guidance has become more suc¬ 
cessful with the improvement of counseling 
techniques and the development of interest, 
aptitude, and achievement tests. Many 
schools require the student to take a battery 
of tests to ascertain wherein his abilities and 
interests lie and whether they are compatible 
with his educational record. Likewise, many 
employers test job applicants before hiring 
them to ascertain whether they are qualified 
for the job they desire and whether they meet 
the company’s standards. Improved testing 
procedures to estimate the potentialities of 
applicants are becoming available. 

Test-score profiles have been developed in 
an attempt to derive objective standards of 
interests, aptitudes, and abilities for various 
types of jobs. These profiles show certain 
characteristics that are typical of workers in 
the various types of occupations. Success in 
a vocation, however, cannot be guaranteed or 
predicted absolutely on the basis of test 
results alone. Again, success is a function of 
the whole personality. 

Tests of ability and aptitude that are used 
in hiring are too numerous to mention here 
(see Chapter 16). The trend, however, is in 
the direction of trying to make sure that new 
employees will fit harmoniously into the or¬ 
ganization from the personality standpoint as 
well as be able to do the work. 

Courtship and Marriage 

Although a few psychologists have tried to 
develop criteria for ascertaining in advance 
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whether a marriage will be successful, it has 
proved to be a difficult task. Some remarkably 
interesting studies have been made, however, 
and certain trends characteristic of successful 
and unsuccessful marriages have been found. 
Marriage is no different from any other social 
situation in which a person may find himself. 
He must adjust himself, not depend on out¬ 
side forces to do it for him. 

Child Guidance 

Most students, unless they are already par¬ 
ents, have little interest in child psychology. 
And yet one of the best ways to understand 
the adult is to understand the child. Research 
centers and individuals concentrating on the 
study of child psychology are responsible for 
many valuable contributions to the field of 
psychology as a whole. Of primary impor¬ 
tance is the growing appreciation of the im¬ 
portance of childhood experience because of 
its effects on character and personality. Also 
highly important is the conclusion that no 
matter what the overt behavior pattern of 
the child, it is his way of adjusting to his 
world. This is as true of the "naughty” child 
as of the "good” child. Psychologists have 
also taught parents the importance of matura¬ 
tion in the child’s learning and activities, so 
that children are now less likely to be pushed 
beyond their stage of development than they 
formerly were. 


Dealing with Employee! 

Interviewing 

Although applied industrial and business 
psychologists have done a great deal of work 
to determine the criteria of successful inter¬ 
views and to ascertain how they can be made 
more diagnostic, most interviews are still con¬ 
ducted in a casual manner and without a basic 
framework of thinking on the part of the 
interviewer. Such unsystematic ways of inter¬ 
viewing permit only subjective analyses, 
whereas new interview procedures make the 
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evaluation of interview findings more objec¬ 
tive and significant. (See Chapter IS.) 

Merit Ratings 

Various methods of deriving appraisals of 
employees and of informing them about their 
work have been studied. Anyone who aspires 
to become a responsible executive should 
become acquainted with these findings. 

Motivating Employees 

To give management the "know-how” to 
motivate employees in the direction of im¬ 
proved efficiency and greater productivity, 
the American Management Association and 
other organizations are bringing to the atten¬ 
tion of management the results of psycholog¬ 
ical investigations that deal with human 
motivations. By this means psychologists are 
giving managements the opportunity to make 
employees happier and more productive with 
improved results for both. Psychologists in 
collaboration with progressive managements 
have made time studies and measured fatigue, 
effects of noise, lighting, and so forth. They 
have studied accident control, job evaluation, 
and values of different wage payment systems. 
Training courses for supervisors have been 
developed by psychologists. 

Communications and Group Dynamics 

Years ago when one man owned and man¬ 
aged a company, an employee could walk into 
his office and get a decision or the boss’ point 
of view in a hurry. But that was before the 
days of mass production. Now the man at the 
roll-top desk is only a memory. His counter¬ 
part today is the management chart—indica¬ 
tive of the many groups which participate in 
running a plant. Decisions are influenced and 
made at many different points in the complex 
structure of management, production, engi¬ 
neering, and sales. As a result, many members 
of the organization are uninformed or mis¬ 
informed. Unexpected dynamic forces arise 
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within work groups. Supervisors and workers 
develop misunderstandings and frictions. 

Methods of improving communication be¬ 
tween modern managements and workers are 
becoming increasingly essential. Group dy¬ 
namics require special attention. The team 


approach to industrial relations has grown 
with mass production technology. 

Dealing with Consumers 

Automation and related technological ad¬ 
vances are increasing our production poten- 


12 


REASONS FOR STUDYING PSYCHOLOGY 


13 


tials to so high a level that it is becoming 
increasingly necessary for us to develop new 
and bigger markets. Psychologists are there¬ 
fore being called upon to assist in finding 
markets through the discovery and stimula¬ 
tion of consumer wants. Consumers are being 
studied as never before by means of improved 
interviewing and other research techniques. 

Advertising and Selling 

The most effective methods of advertising, 
from the standpoint of both the consumer and 
the advertiser, are being studied. Readership 
reports directed by such psychologists as 
Daniel Starch, and new mechanical methods 
such as eye cameras, have increased advertis¬ 
ing effectiveness for each dollar spent. 

These are a few examples of the kinds of 
positive contributions that psychologists have 
been making to daily life and work. 

The very fact that more than one thousand 
psychologists were called upon to help solve 
wartime problems of a practical nature in¬ 
dicated that abstract knowledge of psychology 
and scientific methods is not a useless luxury 
in a desperately chaotic world. Rather, con¬ 
sulting psychologists in business are increas¬ 
ing in numbers and importance because of 
the contributions they can make toward the 
solutions of current problems. 

The applied psychologist is a specialist who 
integrates the principles and other findings of 
psychologists who have special interests, such 
as those of experimental, social, and educa¬ 
tional psychology. He adapts and uses these 
principles and findings in practical situations. 
He applies them to personal problems of the 
individual and to the problems of other 
specialists, such as the executive in business. 

Psychologists in Business 

Corporate hiring has not sought as inten¬ 
sively to fill the need for psychologists as it 
has to recruit its other professionals, such as 
engineers. In recent years, however, some 
business executives have called with increas¬ 


ing frequency upon psychologists and have 
invited them to assist in dealing with business 
problems, to act as consultants, and to work 
full-time in their organizations. 

Gradually, managements are recognizing 
that they need more information on how peo¬ 
ple and groups in business interact. Business¬ 
men today rely on data concerning cost-of- 
living, turnover, car loadings, retail sales and 
many other varieties of economic conditions. 
Eventually, business managements will also 
depend upon behavioral data concerning 
human conditions for guidance in making 
decisions. 11 

Accurate data on the number of psycholo¬ 
gists who are now employed on a full-time 
basis in business is not available. 

The professional interests of American 
psychologists can be deduced to some extent 
from data on their memberships in the several 
divisions of the American Psychological Asso¬ 
ciation. As shown by the data on page 12, 
the number of psychologists who are members 
of the Division of Industrial and Business 
Psychology is considerably smaller than the 
number who belong to the Division of Clinical 
Psychology. 

The several divisions of The Psychological 
Corporation’s services are also indicative of 
the interests of psychologists and the areas of 
business in which they operate. 

About one half of all Association members 
are employed by colleges and universities. In 
comparison with a generation ago, the number 
of applied psychologists is growing but the 
number of professionally trained psychologists 
in business will continue to be a small per¬ 
centage of the total number of trained 
workers. 

It is obvious that very few college students 
will become business psychologists. Few psy¬ 
chology majors will ever wear the label, 
occupationally speaking, which they had as 
a major in their college studies. In this re¬ 
spect, psychology is similar to mathematics. 
Very few students who major in mathematics 
ever have the occupational designation of 
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mathematician, even though they use mathe¬ 
matics in their work. They are more likely to 
be called engineers, accountants, statisticians, 
or clerical workers; although they use mathe¬ 
matics constantly, they think of themselves, 
and their employers think of them, as trained 
in some business field, such as accounting, 
production, or selling. Similarly, students of 
psychology who go into business are likely to 


find many applications of their psychological 
knowledge even though they are not classified 
on a payroll as psychologists. 

Very few students can ever hope to become 
expert psychologists who will solve psycholog¬ 
ical problems for business firms, but all who 
enter business should hope to improve their 
knowledge of psychological principles and 
techniques, to become more intelligent mem- 
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bers of the business team. Human relations 
problems in industry are rarely solved by 
lone experts—they are solved by the mem¬ 
bers of a team. As one industrial psychiatrist 
has stated: 

But how do you deal with people? Where and 
when do you deal with people? I want to nail 
down once and for all the fact that the problem 
of human relations in any industry, department 
store, government agency, educational institution 
or any other place where there is supervision of 
people, is solved by a team approach. Everybody 
in management is responsible at some time for the 
development of effective human relationships.... 

The determining factor in what people feel 
and think is the kind of treatment they get on 
the daily job in millions of work places. Their 
satisfaction or dissatisfaction with the spiritual 
take-home as well as the financial take-home, 
will be their criteria for judging the worth of 
working. 14 

Each member of the team can, of course, 
improve his sensitivity to the ways people 
feel and think. He can improve his knowledge 
and skills as well as his awareness of psycho¬ 
logical factors in daily situations. He can 
become acquainted with the findings of re¬ 
searches as reported in current texts and in 


journals such as The Journal of Applied 
Psychology. 

Psychology Should Contribute toward 
Adjustment to Change 

Certainly, we cannot stop changes such as 
those of automation any more than we can 
stop time. Almost every change which benefits 
some persons or industries brings new psy¬ 
chological problems to others. No one can 
prevent these changes which, in the long run, 
seem to spell progress. Nor would many care 
to turn back to the former modes of living, 
when life was simpler but everyone worked 
seventy hours a week and had to amuse him¬ 
self by attending funerals and spelling bees. 
Every individual, stupid or intelligent, is 
jostled by the technological and social forces 
that surround him. What then can the intel¬ 
ligent individual do about it, if anything? 
What can he gain for this purpose from a 
study of psychology? A suggested major ob¬ 
jective for the educated person of today is 
personal development in two important 
respects: 

(a) To learn about the modern techniques 
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involved in dealing with people, such as the 
clinical method of analyzing personalities, 
tests in hiring applicants, rating scales in 
promoting employees, recent developments in 
supervising employees, predicting consumers’ 
wants, influencing groups of people, using 
clarifying statistics, and other factual 
methods. These are examples of knowledge 
that may be learned through college classroom 
approaches. 

(b) To gain something more important 
than knowledge only, namely, the mental 
quality which we term adaptability on the 
part of the individual himself. This means 
that he must catch the spirit of the age in 
which he lives and become an intelligent par¬ 
ticipant in the changes taking place about 
him. 

Of course, no man can foresee all the great 
changes that will occur in the later years of 
his life, but he can adapt himself to the 
changes occurring in his own time and place. 
His guiding attitude should be that of expect¬ 
ing changes and preparing to meet them. j\ 
fundamental psy chological purpose for the 
intelligent individual, regardless of sex,voca¬ 
tion, or environment, is that of adjusting him- 
self to the accelerated rates of change ta king 
place about him. 

Adaptability is far more than knowledge. 
It is a mental habit that can be acquired by 
anyone who really seeks it. Adaptability is the 
habit of finding and using opportunities in 
the environment and following not the lines of 
least resistance but those of greatest oppor¬ 
tunity. The habit of acquiring new points of 
view, new skills, new facts, and new habits 
can be learned. Everyone can to some extent 
travel, attend classes, read books, see moving 
pictures, listen to the radio, talk with others, 
and learn new ideas from various other avail¬ 
able sources. However, more besides travel, 
education, and social contacts is necessary to 
bring about adaptability in one’s self. Con¬ 
scious recognition of one’s mental habits or 
adjustments and intelligent direction of self- 
growth are most important. These principles 
will be treated in Chapters 2 to 8. 


Once a person recognizes the importance 
of adaptability and then studies the principles 
of adjustment, he will discover how his psy¬ 
chological tendencies and habits can be modi¬ 
fied in the direction of greater adaptability. 
The age-old laws of evolution are still with 
us. The struggle for existence is not new; 
only its form has changed. The machine has 
only accelerated the rate of change and 
accentuated the need for a certain kind of 
psychological development in order to capi¬ 
talize the changes for individual benefit. 

The individual who recognizes these rapidly 
changing conditions and their mental require¬ 
ments may have two sustaining convictions. 
These are that the world still has many 
unsolved problems, and that determination to 
help solve an immediate problem always has 
been and always will be a worthwhile goal. 
Anyone can find self-expression in solving a 
near-by problem in his work through the 
three following channels of direct attack: 

1. Improving the mechanical equipment. 

2. Improving the methods of operating the 
equipment or of doing the work. 

3. Improving the human relationships. 

The fact that the worker in the past got 
much of his feeling of worthful participation 
from his craftsmanship does not mean that 
the present-day worker cannot achieve the 
same feeling. Anything now being done could 
be done better, more easily, more economical¬ 
ly, or more pleasingly. For example, a ste¬ 
nographer cannot hope to improve the type¬ 
writer or office machine she uses, but she can 
always improve her methods of work. 

The same situation applies to businessmen, 
teachers, and students. Many young people 
have not learned how to gain creative self- 
expression through the three general channels 
of improvement because the books they have 
read, the courses they have taken, and the 
diplomas they have earned do not require 
development of adaptability. Some of their 
studies have taught them to criticize life as 
it is. Few have learned to recognize the rapidly 
changing conditions under which we live, to 
feel in control of themselves, to tackle sys- 
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tematically the problems of the immediate 
job, and to become adaptable. Every man 
with a job and a steady income should assume 
that he may some day lose the job and his 
income. Every girl who marries should assume 
that she may some day become a widow and 
have to earn her own living. No one can 
prevent catastrophe, but every intelligent per¬ 
son can prepare himself psychologically to 
deal with catastrophe. 


Our ultimate dependence cannot be on sys¬ 
tems of government or business, but on our¬ 
selves as individuals. Life and civilization 
always have been and always will be danger¬ 
ous. Dangers change only their form. The 
entire history of civilization is one long series 
of crises. Some individuals who survived were 
only fortunate; others were intelligent. The 
spirited man is still master of his fate. 

Some years ago when the Titanic sped 
across the Atlantic on her maiden voyage, she 
struck an iceberg and sank. One American 
newspaper cartoonist of unusual insight drew 
two contrasting illustrations of the tragedy. 
One drawing showed the ship broken and 
about to sink. Underneath that picture were 
the words: "The weakness of man—the su¬ 
premacy of nature.” The other drawing illus¬ 
trated how a certain passenger stepped aside 
to give his place in the last lifeboat to a 
woman with a child. This picture had the 
words: "The weakness of nature—the su¬ 
premacy of man.” 

Adaptability is far more than knowledge. 
It depends upon the ability to control one’s 
habits and to change them intelligently. To 
do this, the individual needs the self-knowl¬ 
edge which psychology can often contribute. 
In the next few chapters we shall examine 
certain mental habits that inhibit and others 
that facilitate adaptability and thereby gain 
that insight which contributes to man’s su¬ 
premacy over himself as well as over nature. 


ACKNOWLEDGMENTS AND REFERENCES 


1. Graham B. Blaine, Jr., and Charles C. McArthur, 
Emotional Problems of the Student (New York: 
Appleton-Century-Crofts, 1961), p. 94. 

2. Ibid, p. 175. From Chapter 10, by Carl A L 
Binger. 

3. Clark W. Heath and Lewise W. Gregory, “Prob¬ 
lems of Normal College Students and Their 
Families," School and Society, 63 (1946), 355- 
358. This whole investigation was part of the 
Grant Study, 1938-1942. 

4. P. Bios, “Psychological Counseling of College 
Students," American Journal of Orthopsychiatry 
16 (1946), 571-580. 


5. Joseph Chassell, "Individual Counseling of 
College Students," Journal of Consulting Psy¬ 
chology, Noyember-December, 1940. For sum¬ 
maries of this and related studies, see next re¬ 
ference, No. 6, below. 

6. Graham B. Blaine, Jr., and Charles C. McArthur 
with 12 Contributing Authors, Emotional Prob¬ 
lems of the Student (New York: Appleton- 
Century-Crofts, 1961). 

7. Karl A. and W. C. Menninger, Business Week, 
Nov. 5, 1955, p. 94. 

8. Newsweek, April 1, 1940, p. 39. 

9. C. J. Ducasse, “Are the Humanities Worth Their 


18 


REASONS FOR STUDYING PSYCHOLOGY 


Keep?” American Scholar, 6, No. 4 (1937), 467- 

10 . Albert Einstein, "The Fundaments of Theoretical 
Physics,” Science, 91 (1940). 

11 . F. F. Bradshaw, "Management Science—Neither 
Fiction Nor Fact," Advanced Management, 
September, 19SS, p. 4. 

12 . Emily S. Dexter and Katharine T. Omwake, An 


Introduction to the Field of Psychology (Engle¬ 
wood Cliffs, N. J.: Prentice-Hall, Inc., 1938), p. 1. 

13. See statement by Mason Haire, Business Week, 
June 2, 19S6, p. 126. 

14. Ralph T. Collins, M.D., Psychiatrist, Medical 
Dept., Eastman Kodak Company, "Psychiatry 
and Industry," Mental Hygiene News, New York 
State, November, 1954, p. 4. 


PROJICTS 


1. No single textbook can possibly supply all the 
information now published in the field of ap¬ 
plied psychology. Hence you should examine 
and note differences in the tables of contents 
of any of the following applied psychology 
textbooks that may be available in your li¬ 
brary: 

Bellows, Roger M., Psychology of Personnel 
in Business and Industry, (3rd ed.). Englewood 
Cliffs, N.J.: Prentice-Hall, Inc., 1961. 

Burtt, H. E., Applied Psychology, (2nd ed.). 
Englewood Cliffs, N.J.: Prentice-Hall, Inc., 
1957. 

Fleishman, Edwin A., Studies in Personnel and 
Industrial Psychology. Homewood, III.: The 
Dorsey Press, Inc., 1961. 

Ghisclli, Edwin E. and Clarence W. Brown, 
Personnel and Industrial Psychology. New 
York: McGraw-Hill Book Company, 1955. 
Gilmer, B. von Haller, Industrial Psychology. 
New York: McGraw-Hill Book Company, 
1961. 

Harrell, Thomas Willard, Industrial Psycholo¬ 
gy. New York: Holt, Rinehart & Winston, 
Inc., 1958. 

Maier, Norman R. F., Psychology in Indus¬ 
try. Boston: Houghton Mifflin Company, 1955. 
Poffenberger, A. T. t Principles of Applied Psy¬ 
chology. New York: Appleton-Century-Crofts, 
Inc., 1942. 

Smith. Henry Clay, Psychology of Industrial 
Behavior. New York: McGraw-Hill Book 
Company, 1955. 

2. Visit your library and examine the periodicals 
that might be of special value to the person 
who studies applied psychology. List the titles 
and content of several articles that appeal to 
you. Quote parts which you find interesting or 


of value to you. Be prepared to describe your 
findings to other students. 

3. Do you know an adult who has been unem¬ 
ployed or irregularly employed for several 
years? Describe his psychological character¬ 
istics. Did unemployment cause his psychologi¬ 
cal problem, or did psychological problems 
cause his unemployment? Discuss. 

4. Examine books and journals for descriptions 
of the work done by The Psychological Cor¬ 
poration. Perhaps you can obtain a copy of a 
recent year-end annual report. 

5. Examine biographies and autobiographies of 
famous contemporary leaders. Point out any 
relationships between the leader’s psychologi¬ 
cal characteristics and his policies or achieve¬ 
ments. Read books such as E. S. Bogardus, 
Leaders and Leadership, New York: Appleton- 
Century-Crofts, Inc., 1934. 

6. How does training to be a business technician 
differ from training to be a business leader? 

7. A professor of astronomy in a large university 
frequently receives letters asking for astro¬ 
logical advice, such as: "My son was bom 
under the sign of Taurus. He is contemplating 
joining the Navy. Will his life be safe?” As¬ 
sume that you are the astronomer and com¬ 
pose a brief letter to the mother. 

8. Many scientists believe that human nature and 
the social sciences have not kept pace with 
the physical and chemical sciences. Some have 
suggested that we should retard certain sci¬ 
ences until human beings catch up with them. 
What arguments can you present for or against 
the suggestion? Should we choose the goal of 
improving human adaptability to keep pace 
with developments in all fields? 
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PART II 


UNDERSTANDING 

THE INDIVIDUAL'S BEHAVIOR 

THROUGH THE ADJUSTMENT CONCEPT 


THE PROBLEM PERSON 

IS A PERSON 
WITH A PROBLEM 


The forms of behavior which we are apt to classify 
as inappropriate or abnormal really have important meanings for dealing with 
ourselves as well as others. The behavior of the problem person 
is not merely the effect of environment or the age in which he lives. 

It always has purpose for the individual. It is part 
of his pattern of adjustment to his problems. A first step in 
appreciating the real meaning of the behavior patterns 
that characterize an individual’s personality is to become aware of the 
problems in his psychological development. When we recognize 
patterns of adjustment we can improve the appreciation 
of our best potentials for our own development. And we 
should be able to deal more intelligently 
with the problem persons whom we meet in life and work. 
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m he people of this nation have made some 
very great gains in bodily health and personal 
comforts in recent years. Material advantages, 
such as ownership of automobiles and indoor 
plumbing, have increased tremendously. The 
expectation of life at birth has steadily in¬ 
creased since the turn of the century, largely 
as a result of the control of infectious 
diseases, which formerly took a heavy toll of 
lives among infants, children, and young 
adults. Educational opportunities have im¬ 
proved for the boy and girl. In 1900, the aver¬ 
age American youth’s chances of going to 
high school were one in ten. Fifty years later, 
they were eight in ten. These and numerous 
other advancements might be cited as evi¬ 
dence of the progress of the American people. 
But what about their mental health? 

Some Figures on Mental Malad|ustment 

At least one person in every ten has some 
form of mental or emotional illness (mild to 
severe) that needs therapeutic treatment. 
Mental or emotional maladjustment is also 
known to be an important factor in many- 
physical illnesses—at least 50 per cent of all 
medical and surgical cases treated by private 
physicians and hospitals have a mental illness 
complication. There are as many people in 
hospitals with mental illnesses, at any one 
time, as with all other diseases combined. And 
the number of persons admitted for psy¬ 
chiatric treatment in mental hospitals and in 
the psychiatric sections of general hospitals 
each year is greater than the number of stu¬ 
dents who receive earned degrees from our 
colleges. 

Of course mental health and illness should 
be viewed in terms of degree rather than as 
complete presence or absence. An eight-year 
psychiatric study of a midtown Manhattan 
area was made by a Cornell University Medi¬ 
cal College team of researchers. The study 
involved a cross-section of an East Side 
residential neighborhood adjoining the central 


business district. Approximately 175,000 per¬ 
sons lived in the 190-block area surveyed. 

Using a detailed and carefully prepared 
questionnaire, specially trained interviewers 
probed into the backgrounds and symptoms 
of 1,660 residents of the area. The interviews 
were evaluated on a scale from zero for “well” 
to six for totally incapacitated. The evaluat¬ 
ing psychiatrists came within one step (out of 
seven ratings) of each other in 86.7 per cent 
of the cases. Complete agreement was found 
47.2 per cent of the time. 

Only 18.5 per cent of those aged 25-59 
were sufficiently free from symptoms to be 
considered “well.” Impairment of life func¬ 
tioning was found in 23.4 per cent who had 
marked, severe, or incapacitating symptoms. 

Personal data were used to assess the rela¬ 
tionship to mental illness and defect of such 
factors as age, sex and marital status, socio¬ 
economic status, rural-urban origins, and na¬ 
tional and religious origins. Some of the 
findings follow. 


Well .18.5% 

Mild symptom formation .36.3 

Moderate symptom formation.21.8 

Marked symptom formation .13.2* 

Severe symptom formation. 7.5* 

Incapacitated . 2.7* 

•Impaired .23.4%* 


One of the most striking facts revealed by 
the Midtown study is that of those persons 
who fell into the last three categories and 
could therefore be classified as “impaired," 
approximately three-fourths never received 
any professional care, nor were they even 
known to professionals. Twenty per cent of 
these people may have received some profes¬ 
sional treatment, but it was never adequate 
for complete cure. Only five per cent of the 
impaired had received relatively constant aid 
and treatment. Just as the base and largest 
part of an iceberg lies submerged beneath the 
surface of the water, the great mass of persons 
suffering from acute mental disorders and in 
need of help are hidden from the view of pro¬ 
fessional care. 2 

Many persons who read statistics such as 
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1903 vs. 1960, Table 2.1, regarding the in¬ 
creasing numbers of people who are in need 
of treatment for mental disorders assume that 
the causes of mental illness stem from the fast 
tempo of modern life. 

The idea that the hustle and bustle of 
modern life are responsible for the occurrence 
of mental diseases is not so convincing when 
explorers report that the natives of many 
primitive societies with more simple cultures 
suffer from the same mental diseases that are 
found among us. 

Researchers have found it difficult to prove 
that the “faster pace” of city living in this 
country is an important factor in causing 
mental illness. However, in a study to see if 
the rates of crime, suicide, and psychiatric ill¬ 
ness would be greater in an urban community 
than in a rural one, it was discovered that the 
rates were higher in the city, although by a 
small margin: 3.8/1,000 vs. 2.6/1,000. This 
study also revealed that in the urban com¬ 
munity, society is more likely to commit the 
mentally ill to institutions or to professional 
care. Perhaps this is because the city dwellers 
have less time to spend in taking care of the 
less seriously disturbed mentally ill, or be¬ 
cause they have greater access to mental 
health facilities. In general, people of the 
rural areas seem more tolerant of mental ill¬ 
ness in the community, and this may account 
for the difference in the figures. The most 
unusual fact revealed by this study, and one 
which it could not explain, was that in the 
rural areas, women outnumbered men in all 
categories of mental illness except suicide. 5 

Statistical changes that occur in our na¬ 
tional picture from time to time can be 
attributed to factors such as (1) our increased 
awareness of mental illness has led to the dis¬ 
covery of more cases; (2) a larger proportion 
of our population is now reaching the higher- 
age groups where the rates of admission are 
also highest (see the accompanying chart); 
(3) more of those who need it can now be 
hospitalized because the space available has 
been increased; and (4) an increasing propor¬ 


tion of old people are being hospitalized in 
nursing and convalescent homes. Formerly, 
many of these were sent to hospitals for the 
mentally ill. 


Mental Hoipltal Patients 

Resident patients in hospitals for psy¬ 
chiatric care totaled 602,558 in 1961. Be¬ 
tween 1903 and 1955 resident patients rose 
from 185.5 to 388.7 per 100,000 civilian popu¬ 
lation. This rate, however, decreased each 
subsequent year to 332.6 in 1961. This de¬ 
crease has occurred largely in the resident 
patient population of the state and local gov¬ 
ernment hospitals. 


TAILI 2.1 

RESIDENT PATIENTS BY TYPE OF HOSPITAL 
FOR MENTAL ILLNESS 


Number of Mental 
Fiscal Patients at End 
Year of Year 

1903 149.596 

1940 477,907 

1950 578.639 

1960 611,432 

1961 602.558 


Rale per 100,000 population 
State and Local 
All Government 
Hospitals Mental Hospitals 

185.5 178.7 

363.7 330.0 

384.9 339.9 

343.2 300.6 

332.6 291.1 


Source: “New Approaches to Mental Retardation 
and Mental Illness," Health, Education and Welfare 
Indicators, U.S. Department of Health, Education, 
and Welfare. November. 1963. 


Current hospitalization trends for both 
public and private mental hospitals give some 
idea of the task to be accomplished in mobiliz¬ 
ing our resources in the battle against mental 
illness. (See chart and Table 2.1). Since 1956, 
the public (state and local) mental hospital 
population has been decreasing steadily by an 
average annual rate of 1.1 per cent to 516,000 
at the end of 1962. During this same period 
(1956-1962) the total number of admissions 
rose by 85,000—46 per cent—to a high of 
271,000, while net live releases from public 
mental hospitals increased by 86,000, or 59 
per cent, to 231,000. However, public mental 
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Number of resident potients, total odmissions.net 
releases, and deoths. public mental hospitals. 


United States. 1939-1962 



hospital facilities are actually being utilized to 
a greater extent than ever before due to a 
steady increase in both first admissions and 
readmissions. The over-all decline in resident 
hospital population, while encouraging, must 
be viewed in terms of the entire context of 
the needs in the field of mental disorders. 

Recent declines are attributable in large 
measure to the new knowledge derived from 
research, improved treatment techniques in¬ 
cluding drug therapy, plus greater availability 
of community facilities. 

The mental hospital population is very 
heavily weighted with patients for whom 
release rates are quite low, and more than half 
(55 per cent) have been hospitalized longer 
than five years. The patient’s chances of dis¬ 
charge vary sharply with length of stay. 

Studies of the statistics on mental disease 
indicate that the highest incidence rates are 
not found among persons in the adolescent 
and adult years, the age-periods often re¬ 
garded as of greatest psychological stress, but 
among those over 50 years of age. 

Certainly, some of the increases in the 
incidence of mental illness can be attributed 
to our improved facilities for discovering 
persons having mental ailments, the increased 
number of mental hospitals, and decrease in 


the social stigma formerly—and to some ex¬ 
tent still—attached to mental disease. 

Obviously, the costs in happiness and ade¬ 
quate living of mental illness, whatever the 
causes may be, are very great. In addition to 
the patients in hospitals for mental disorders, 
we might also consider drug addicts and the 
inmates of our prisons as examples of mental 
maladjustment. 


The Real Challenge to the Student 


The figures cited above are impressive and 
give emphasis to the enormity of the problems 
of mental maladjustment that are on the in- 


RATE PER 100.000 CIVILIAN POPULATION 



M#nioi Oncosts 
of Senium. 


Imrolutionol 

P»»cho»e», 


Mon* 

Depresuve 


Sch«;oph»*mo 


An Other 
PtyChoee* 


All Other* 


tso 


too 


U*OC« IW« Z5-S4 55-44 45 54 55 64 65 + 

AGE IN YEARS 


The relationship between a person's age 
when he is Erst admitted to a menlol ho*- 
pilof ond the kind of mental illness he is 
likely to hare is shown in the groph. 
Different psychoses ore associated with 
diRerent oges. for example. schizophrenic 
ond monic-depressive psychoses ore most 
Itequenl omong those in the oge ronge of 
15-44 years. There is a shorp rise in menlol 
diseose ossocioted with oping, especially 
in the sixties and later. Source.- U.S. 
Notional Institute of Mental Health: Patients 
in Mental Institutions. WS9 (Port II) Public 
Health Service Publication No. 820. U.S. 
Bureau of the Census, Current Population 
Reports. Series P25 No. 212. Prepared by 
Hospitol Studies Section. Biometrics Branch 
of the Notionol Institute of Menlol Health. 
Februory 1964. 
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stitutional level. It is, however, the far greater ployees, or students in college whom you 
numbers who suffer from minor mental or consider queer, or sullen, overconscientious, 
non-hospital varieties of maladjustment who over-suggestible, mentally twisted, disturbing, 
offer the student of psychology his real chal- misfit, sexually perverted, and so on. How 
lenge. Every student at times is confronted by did their personalities become warped? What, 

classmates, relatives, and friends who are so if anything, might be done to help them? 

unhappy or so poorly adjusted as to irritate What facts and points of view are needed 
or worry their colleagues. Some workers of by friends, parents, and executives to facili- 
the shop and office have sudden emotional tate the development of strong personalities? 

outbursts that baffle their friends and super- How can you and I direct our own mental 

visors. Husbands and wives sometimes are habits in order to facilitate our happiness and 

unable to meet the mental demands of mar- mental health? Perhaps we should begin our 

ried life. Sometimes, too, our own unhappiness study of mental ailments by first noting their 

or emotional disturbance may arouse us to place among all human illnesses, 

our own need for a systematic approach to Human illnesses, maladjustments, and ad- 
the study of adjustment and maladjustment. justment mechanisms cannot be classified into 
We all meet peculiarly behaving people nonoverlapping or mutually exclusive cate- 

whom we should like to understand. Un- gories, but the reader’s background for further 

doubtedly you have had some annoying discussion may be aided by means of the 

experiences with friends, relatives, fellow em- following groupings: 

A. ORGANIC. The tissues have been impaired. 

1. traumatic —Mechanical injuries or wounds, such as broken bones or cuts. 

2. toxic —Poisons in the body, such as alcohol or drugs. 

3. micro-orcanic— popularly called germ infections, these include illness caused 
by microscopic organisms such as protozoa, bacteria, and the viruses. 

4. glandular—' These may involve glands that pour their secretions into body 
cavities or the endocrines which pour their secretions into the blood stream. 

5. TISSUE changes— Cancer, tumor, arteriosclerosis, and so on. 

6. psychoses, organic— So far as insanity is concerned, approximately 42 per 
cent of the cases are caused by organic conditions. These diseases with their 
percentages of total admissions are mainly senile dementia (8 per cent), 
cerebral arteriosclerosis (10 per cent), general paresis (7 per cent), and 
alcoholic psychoses (S per cent). In these disorders a definite physical or 
organic basis is known to be present. In business, these organically caused 
disorders are seen in the occasional cases of brain tumor, epilepsy, sleeping 
sickness, strokes, general paresis or syphilis of the central nervous system, 
hardening of the arteries, and senile dementia. 

B. FUNCTIONAL. These ailments do not involve any measurable impairment of the 
tissues. About 58 per cent of all psychopathic or mentally ill cases appear to have a 
functional origin. 

1. psychoses, functional —Pronounced mental disorders, which unfit the indi¬ 
vidual for adjustment to his usual environment, principally dementia praecox 
(23 per cent), manic-depressive psychoses (9 per cent), involutional melan¬ 
cholia (4 per cent), and others.* 

• The percentages of total admissions, given in 
parentheses above, should be differentiated from vital 
statistics of this kind which usually show first admis¬ 
sions, readmissions, and resident population in state 


mental hospitals. The percentages in parentheses do 
not total 100 per cent because of difficulty in classify¬ 
ing many patients who are placed under headings 
such as “other psychoses." 
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2 . psychopathic personality— A general classification for persons who are 
neither psychotic nor neurotic. It is a convenient borderline term for social 
misfits that includes the pathological liars, sex perverts, vagrants, eccentrics, 
misanthropes, troublemakers, moral defectives, and criminals who commit 
crimes without extenuation. The psychopaths constitute about 2 per cent of 
first admissions to mental hospitals and 15 to 20 per cent of incarcerated 
criminals. 

3. psychoneuroses —Mild mental disturbances or patterns of behavior which do 
not wholly unfit the individual for his usual environment. Often called “nervous 
cases’’ in the home and in business offices. 

C. COMMON ADJUSTMENT “MECHANISMS” OR “DYNAMISMS” These 
are found among all normal persons and are not evidence of abnormality. They be¬ 
come maladjustments only when extremely inappropriate manifestations handicap 
the individual who uses them too frequently or too extensively. Examples of terms 
used for some of the more common adjustment mechanisms or behavior dynamisms 
are: 

1. overcompensation— The behavior resulting from the extreme motivation is 
much greater than necessary for the situation. If expressed indirectly and to an 
appropriate degree, it may be a positive substitute activity. 

2. defense mechanism— Maintaining a sense of personal worth by resorting to 
behavior that guards some aspect of the personality from scrutiny by others 
or by one’s self. 

3. identification—A mental process which expresses itself in the form of an 
emotional tie with other persons (or situations) in which the individual 
behaves as if he were the person with whom he has this tie. “Before I do 
anything, I always ask myself what my ‘hero’ would want me to do.” Also, 
basking in reflected glory. 

4. regression —Reverting to the role of a child or living in an earlier, easier world 
as a means of escape from present situations of a frustrating or unsatisfying 
nature; returns to infantile types of behavior. “If I can’t be a big businessman 
in the city, I can go back to the farm of my childhood.” 

5. rationalization— Reasoning in regard to the problem is distorted to justify 
an act or opinion which is actually based on other grounds, as in the “sour 
grapes" or “sweet lemon” or Pollyanna interpretations. 

6. negativism— Resisting suggestions from others, doing the opposite of what is 
expected, or, in some cases, doing nothing at all. 

7. conquering hero mechanism— Role-playing, in imagination, in which the 
individual is superior or successful. 

8. suffering hero mechanism— Role-playing, in imagination, in which the indi¬ 
vidual is inferior or attains superiority through his “superior” inferiorities. 

9. projection —The tendency to ascribe to other persons or situations drives and 
complexes that belong to oneself. Ideas of reference and delusions of persecution 
are examples. 

10. introjection— The tendency or act of absorbing the personality of others, or 
situations, into one’s own mental life to the extent of reacting to external events 
as though they were internal ones. By some, this behavior is considered an 
extreme form of identification. 

11. egocentrism— The observer is so tightly tied to his own personality that he is 
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unable to share directly the experiences of others. The term is used also in 
regard to an act to overcome being ignored and to get attention, even if 
unfavorable, as a symbol of social approval. 

12. habit SPASM— A convulsive involuntary contraction of a muscle or set of 
muscles that helps to reduce tension. An unconscious purpose may be attention- 
getting: “People will notice my twitches.” 

13. sexual anomalies, such as homosexuality, sadism, masochism, and exhibi¬ 
tionism. 

14. invalidism— Habitual ill health or exaggerated ailment resorted to as a means 
of dealing with one’s problems. It offers the individual an apparently acceptable 
excuse in his failure to meet his own or others’ expectations. 


Most persons need not concern themselves 
about the organic psychoses—the severe 
breakdowns of the human machinery; or the 
functional psychoses—the extreme cases of 
mismanagement of oneself. The physician and 
psychiatrist must deal with these. In a brief 
survey of this kind, we must relegate cases 
which require hospital or institutional treat¬ 
ment to experts who specialize in those prob¬ 
lems. Every person, however, has frequent 
dealings with the psychoneuroses and com¬ 
mon adjustment mechanisms. At times every 
person exhibits symptoms of abnormality, in 
a mild degree, as 100 per cent management is 
not common among individuals any more than 
it is among businesses. “Qualitatively, we are 
all about the same; quantitatively, we differ 
widely.” This old saying simply means that 
we all have the same behavior tendencies or 
traits, but we differ in the extent or degree to 
which we have them. 

A study of the more common adjustment 
mechanisms—psychodynamisms—should en¬ 
able us to recognize when we are using them, 
to avoid using them excessively, and to aban¬ 
don inappropriate ones for more effective 
methods of dealing with our problems. We 
want to view the individual’s experience as 
a continuous process and when possible, to 
recognize his “life style.” 

We Need a Basic Pattern for Our Study 
of People 

We want to learn to think of human be¬ 
havior in its dynamic aspects—strivings, moti¬ 
vations and adjustments. These of course 


cannot be observed directly but they can 
often be correctly inferred if we study be¬ 
havior systematically. 

The human being operates in as natural a 
manner as do other parts of the physical 
world. Every human act could be understood 
if we knew all the pertinent facts. True, we 
do not know all the important facts needed to 
understand each person, but we believe that 
a person’s behavior can be understood on the 
basis of principles that can be learned. To 
understand an individual we need a pattern 
for our thinking. Furthermore, we need a pat¬ 
tern for our thinking which is far more mean¬ 
ingful than a mere classification of the indi¬ 
vidual’s behavior. Giving a person a label 
such as “introvert" does not indicate his 
other characteristics that are equally or more 
important. The label may even deter us from 
understanding him more completely. Nor does 
telling a person how we classify his behavior 
help him: it usually annoys him; furthermore, 
it sometimes harms him. because he may 
unconsciously accept the descriptive classifica¬ 
tion as a model from which to pattern his own 
behavior. 

A classification of human maladjustments 
and common mechanisms such as the ones 
we have listed is somewhat convenient for 
discussion purposes and record, but in han¬ 
dling people we need a scheme of thinking 
that is more meaningful. A human being is a 
living, responding organism and can be 
understood only when we visualize him as an 
active, adjusting personality that evolves over 
a period of years. The use of the adjustment 
concept means that we view the individual’s 




The environment it incidental/ the «%or »»>« individual adiutU lo ihr environ***! it moil im¬ 
portant. Reproduced by tpeaal permtuoe lro<- Ralph fuller, ih* orhit. and The Saturday Evening 
Roil; copyright 1933 by The C vein Rublnhmg Company. 


experience as a continuing process. Each per¬ 
son constantly responds to a complex of 
forces, within and external to himself. This 
means specifically that we can gain little help 
from statements such as. “He has an inferi¬ 
ority complex," or, “That’s a defense mecha¬ 
nism." Such terms should be used mainly as 
points of departure for our thinking about the 
individual s problems and the ways he charac¬ 
teristically deals with them. 

Nor is a knowledge of hereditary factors of 
much value to anyone who deals with problem 
persons. We may know, for example, that if 
one parent has .a certain mental disease, the 


expectancy rate of mental disease for the off¬ 
spring is 16 per cent; if both parents are so 
afflicted, the expectancy rate for the children 
is 68 per cent. This knowledge does not help 
us in practical situations, because we are al¬ 
ways dealing with a specific individual. For 
example: if we know that both parents of a 
person have a particular mental ailment, is 
the subject of our analysis a member of the 
68 per cent group who become afflicted or 
the 32 per cent group who never do become 
afflicted? Such statistics are of little aid to the 
educational advisor or the employment man. 
Often a knowledge of them does much harm, 
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• 

because the man who guides his .human rela¬ 
tions by means of statistics only is apt to be 
unfair to the many people to whom the figures 
do not apply. 

Furthermore, many vital statistics have a 
kind of fatalistic effect on the individual to 
whom they seem to apply in part. He assumes 
that, his ancestry being what it is, there is 
little that he can do about or for himself 
through his own intelligent effort. This is a 
most unfortunate notion, because everyone 
can direct his own psychological development 
to a surprisingly great extent. 

A knowledge of environment has some 
value in dealing with people but only a very 
Hmited value when we deal with a person. The 
old arguments about heredity versus environ¬ 
ment are usually beside the point, because the 
individual is not a sum of the two. He is the 
product of the two in interaction. The indi¬ 
vidual is not a rubber stamp of his back¬ 
ground. Rather, he is more like a live rubber 
ball. He not only rolls in the grooves of his 
environment but he also bounces away from 
parts of it. And, like those of a football, his 
“bounces” are often unpredictable, though a 
knowledge of the field or area where the 
“bounce” takes place often enables the ex¬ 
perienced observer to predict the direction of 
some of the “bounces.” 

Sometimes a football bounces just as one 
would expect; at other times it veers off in 
a wholly unexpected direction. On some few 
occasions, too, it scarcely bounces j*t all but 
comes to rest very quickly. This football 
analogy is somewhat helpful whenever we 
study a person’s environment. To understand . 
any individual in relation to his environment, 
we should ask three general questions: 

l. To what influences of the environment 
did he learn to react as expected? That is, 
what irfuences has he adopted? Which ones 
does he now follow habitually in his life? For 
example, if he was reared on a farm, does he 
have a typical farmer’s work habits* and ^ 
points of view? Or, if he was reared in the . 
home of a Democrat, is he a Democrat? If he" * 
was reared in the slums, does he feel at-home • 
in the slums? # * 


2. To what influences of the environment 

did he learn to react in an unexpected or op¬ 
posing manner? For example, if he was reared 
on a farm, does he now despise farming and 
rural life? Similarly, does he dislike Demo¬ 
crats, and does he feel out of place in the 
slums? « 

3. What influences of the environment 
might ordinarily be expected to affect the per¬ 
sonality but have really had no effect? Some 
people fail to react to certain influences in 
terms of acceptance or rejection; they react 
neither favorably nor unfavorably. Some 
farmers’ sons grow up and neither like nor 
dislike the farm. The same principle can be 
noted when we study any person’s back¬ 
ground. His early environmental history may 
have had very little effect on many of his pres¬ 
ent habits. The external conditions of life do 
not determine inescapably man’s psychological 
development. Man is an active agent in the 
world around him. He selects the facets of the 
complex environment lb which he reacts. * 

These three concepts regarding the environ¬ 
ment— acceptance, rejection, and indifference 
—compel us to seek for more than a knowl¬ 
edge of the peculiar person’s environment. 

The employment man who collects bulging 
files of data about his applicants should 
know how to organize and interpret the data. 
The college personnel man who has extensive 
card records of facts about each student needs 
a method of viewing the facts. The parent 
who learns the hundreds of incidents in the 
development of his children needs a pattern 
for his thinking in order to arrange the facts 
into psychological significance. Anyone who 
associates with people in business, in school, 
or in their homes should have a systematic 
approach to the interpretation of human per¬ 
sonalities. The approach described here is 
known as the adjustment concept. 

• , i * i • 

• # i . 

The Ad|usfment Concept 

• We Cao^if we wish, explain human behavior, 
by nfany different systems of thinking, is 
s*hown by the several schools of thought in 
modern psychology. Each school makes its 
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unique contributions by virtue of the fact 
that, when we study anything in terms of a 
given system of thinking, we often gain a new 
perspective of related matters. This particular 
system of thinking, the adjustment concept, is 
used by this writer because it is easily grasped 
and is most meaningful to persons who do not 
plan to become highly trained psychologists 
through years of graduate work in clinics and 
universities.* 

To understand a person, we may first think 
of him as in a state of activity. He is always 
active, whether he is sleeping, thinking, day¬ 
dreaming, resting, playing, or working. Even 
dying is an activity. Some ongoing activities 
are always present, because the motive of life 
is to function. For us to think of a living indi¬ 
vidual who is totally inactive would be impos¬ 
sible, for he would be frozen, mummified, or 
called. Basic to our thinking of human be¬ 
ings is the point of view of interaction, the 
adjustment concept. To say that an individual 
is always active and that through his activity 
he develops may be trite, but to appreciate 
how a personality grows in the adjustment 
process is not always so simple as it sounds. 

In his activities, the individual is always 
trying to achieve a satisfying state. In his 
functioning, his activity frequently is blocked 
or delayed by difficulties or barriers, and so 
he must learn how to overcome the difficulties 
or go around them. 

A woodsman exploring in a forest exem¬ 
plifies the adjustment idea. When he finds an 
obstruction in his path, he may use direct 
attack upon it, that is, remove it or go 
through it. Or he may go around it by means 
of a substitute or indirect route. Or he may 
decide to make a different kind of exploration, 
or even return to his home and do no more 
exploring at all. 


* The treatment of the adjustment concept in this 
book must of necessity be limited to a few chapters 
as a background for dealing with certain selected 
aspects of the individual’s life and work situation. 
Students who wish to read a comprehensive scholarly 
treatment of adjustment are referred to Laurance 
Frederic Shaffer and Edward Joseph Shoben, Jr., The 
Psychology of Adjustment. Boston: Houghton Mifflin 
Company, 1956. 


Obviously, if the woodsman has once used 
a route, he will be apt to use it on the second 
and succeeding trips over the territory. He 
may use an old route even though he has 
found a better or easier one. An important 
part of the concept is that the woodsman 
does, at times, make new paths as a result of 
obstructions in his way. The barriers, often 
called frustrations, cause him to develop new 
mental habits and new urges to act. 

Let us apply this barrier-adjustment idea 
to a few everyday situations. Assume that you 
are a student who is sitting comfortably in 
class and looking forward to a pleasant school 
experience. Suddenly the instructor announces 
an examination on some part of the course 
which you do not understand. You are an¬ 
noyed by the barrier to your pleasant ongoing 
activity. You must make an adjustment. The 
adjustment you make will be one or more of 
the four general varieties: 

Of course, the student who deals with the 
examination barrier by direct attack also pre¬ 
pares himself to deal more effectively with 
new or later examinations in the same and 
other courses. He builds up efficient study 
habits. His ego or feeling of self-worth is in¬ 
creased in a sound way. He achieves a more 
satisfying state. His personality is stronger 
than it was previous to his dealing with the 
barrier. His behavior is integrative in the 
sense that it facilitates growth toward greater 
adequacy in the meeting of new and more 
difficult problems. Accomplishments and satis¬ 
factions are increased. 

A substitute act of positive value, at times, 
may be a more logical adjustment than direct 
attack. Although the decision to choose a sub¬ 
stitute act may result in a feeling of failure 
with regard to the barrier thus avoided, it is 
likely to cause the individual to put extra 
energy into the substitute act. Not every 
student who fails in his school work and 
decides to go into business works harder in 
business than he did in school, but some do. 
A sense of failure in one field may stimulate 
the individual to put forth extra effort in 
another field. 

The student who chooses to make an 



Adjustment by direct attack upon the barrier or problem The 
individual is in a slate ot ongoing activity. such as attend,r.g 
college. He finds that he must take a d,B,cult examination 
He studies diligently for rhe examination and overcomes the 
difficulty. If he fails in his first attempt, he persists until he 
succeeds. The original goal is kept and the successful adiust- 
ment lends to build up the ego~the individual'! feeling of 
self-worth. His personality it strengthened and he it. to that 
extent, belter prepared to meet future problems that involve 
volitional effort. 


Adjustment by substitute activities, positive and negative: In¬ 
stead of taking the difficult examination, the student may develop 
a new goal, such os going into business. If he does this, his 
feeling of sell-worth may or may not remain the some, depend¬ 
ing upon the extent to which the originol goal wos associated 
with pleasont emohonol patterns. The evosive substitute activity 
of negotive volue is represented by subterfuge. This type of adiutt- 
mem tends to woo ken the personality and to lessen the feeling 
of self-worth. The reoctmg person's obility to meet similar problems 
is decreased by the loiter voriety of adjustment. 


1. DIRECT ATTACK. Examples: 

a. Study for the examination. 

b. Prepare for the examination by having someone quiz you on the accuracy of 
your present knowledge. 

c. Outline the subject matter, recite to yourself all parts which you understand, 
and learn the important parts which are not clear to you. 

2. SUBSTITUTE ACT OF POSSIBLE POSITIVE VALUE. Examples: 

a. Change to another course. 

b. Transfer to another school. 

c. Decide to quit school and find a job in the business world. 

3. SUBSTITUTE ACTS OF NEGATIVE VALUE. Examples: 

a. Arrange to sit near a good student who will help you during the examination. 

b. Prepare a “crib” for the examination. 

c. Feign illness at the time of the examination and thus postpone or avoid taking 
it at the designated time. 

d. Accuse the teacher of unfairness. 

e. Berate or ridicule the students who study for the examination. 

4. ADVANCED STAGES OF NEGATIVE VALUE ADJUSTMENT. Examples: 

a. Imagine yourself the hero of fiction or motion picture adventures and ignore 
your problem. 

b. Contemplate suicide. 

evmve adjustment weakens himself lor the Obviously, no person makes direct attack 
next problem. His ability has been lessened. or intelligent substitute act adjustments in 
e evasive experience has weakened his every situation. Everyone uses evasion and 

personality. In this sense, his behavior is non- retreat at times, but the strong personality 

integrative. tends t0 use the firsl tWQ habitually and the 
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Adjustment by retreat. A photograph oI o stole hosprtol 
polient whose emotionol lilt hat 6 etn turned wholly 
word. He lives in a world oI lontosy roiher than oI re- 
0 Uly. His odiuslmenl it oI the retreot type. 

weak man ordinarily uses the latter two in 
dealing with life's problems. 

If a given adjustment habit is once firmly 
established, it is easily repeated in dealing 
with the same or related barriers. Adjust¬ 
ments begin very early in life and are made 
every day until the end of life. Each time we 
deal with a problem, great or small, we con¬ 
tribute toward or detract from the effective¬ 
ness of our personalities. The employee who 
has worked in an unsatisfactory position for 
a year, a day, or even an hour is no longer 
quite the same employee that he was when 
he first began to work. In the course of his 
employment he has developed new mental 
habits or tendencies toward new habits. In 
his reacting he may have acquired either 
hatred or admiration for a department man¬ 
ager, or for certain kinds of work. 

To repeat the adjustment concept, but to 
apply it to the worker who finds himself in 
an uncongenial job, the outline elaborates the 
idea further (on page 33). 

The worker who habitually deals by direct 
attack with the problems of his job increases 


his ability to deal with more difficult jobs. 
He may never attain any famed expertness, 
but he tends to feel in control of himself in 
relation to the problems around him. He earns 
his own self-respect. He finds that life offers 
him many opportunities for growth and 
genuine happiness. He is confident about the 
future. Furthermore, in the process of adjust¬ 
ing himself to the barriers in his job, he 
acquires new behavior patterns, such as a 
dislike for certain types of supervision or a 
liking for certain kinds of work. 

If, however, the individual’s habitual 
methods of solving his problems fail to give 
him satisfaction, he feels frustrated. In frus¬ 
tration, continuing or recurrent strong moti¬ 
vation forces the individual to search for a 
solution to this problem. This searching, 
largely unconscious, results in highly emo¬ 
tionalized or unorganized behavior that lasts 
until some effective or seemingly effective 
solution is found. Frustrated persons are apt 
to be unusually forceful, persevering, and 
immune to appeals of logic and reason con¬ 
cerning the area of mental life colored by the 
frustration. As we shall sec later, frustration- 
motivated individuals are a problem not only 
to themselves but also to those leaders who 
try to direct social movements rationally and 
objectively. 

Predisposing and Precipitating Influences 

Every person has many predisposing ten¬ 
dencies when confronted by a new problem. 
He may be young in years, but he is "old” 
psychologically. He is a member of a human 
race which is really millions of years old in 
terms of biological influences. Furthermore, 
his bodily equipment—sex, size, glands, mus¬ 
cular and other structures—all contribute 
predisposing influences in behavior. Condi¬ 
tionings (a) from a single intense emotional 
experience, such as a fright, or (6) from 
repeated experiences of the same kind, such 
as customs, habits, beliefs, education, parental 
training, and the whole culture where he has 
lived, are additional predisposing influences. 




The employe who finds his job uncongenial and wishes 
lhai he cow Id gel a new job con make any one ot more 
o I several irpes oI adjustment. He can remain on the 
job he has. but utilize it lor his personal growth. He 
mo/ olso make the adjustment by a substitute act oI posi¬ 
tive value such os seeking and obtaining another job. He 
may olso remoin on the job, buf compensate lor his 
dissolisloclion through a hobby, athletics, church work, 
ort, etc. Substitute acts oI negative value are ol 
numerous kinds, such as finding loull with the world, 
criticizing others unnecessarily, acquiring lunclional 
illnesses, immersion in a cult, longing lor death, etc. 
In this illustration, the negative substitute act is 
illustrated by the individual in the "gimme" response, 
getting uneorned money Irom others. 


1. DIRECT ATTACK. Examples: 

a. Study the mechanical equipment used in the work, if any is used. Improve its 
design or invent new equipment. 

b. Study methods of doing the work. Practice the methods and improve them. 

c. Study the fellow workers and improve the human relationships. Influence the 
fellow employees and supervisors in order to have them like him as well as enjoy 
their work more fully. 

2. SUBSTITUTE ACTS OF POSSIBLE POSITIVE VALUE. Examples: 

a. Obtain or continue to seek a transfer to another job. 

b. Obtain or continue to seek employment elsewhere. 

c. Compensate for dissatisfaction through a hobby, athletics, church work, art, etc. 

3. SUBSTITUTE ACTS OF NEGATIVE VALUE. Examples: 

a. Criticize the job, the boss, the fellow workers, or industry as a whole. 

b. Feign illness or, as a result of subconscious maladjustment, become too ill to 
work. 

c. Adopt an air of superiority toward the job. 

d. Feel inferior in the job and avoid thoughts of the work as much as possible. 

4. ADVANCED STAGES OF NEGATIVE VALUE ADJUSTMENT. 

a. Immerse himself in some mystical cult or pseudo-science such as a Hindu 
philosophy, astrology, palmistry, etc. 

b. Isolate himself and avoid any possible failure by making no attempts to change 
his status. 

c. Long for death and release from all life’s problems. 


These have affected him over relatively long 
periods of time. They will be discussed fur¬ 
ther in Chapters 7 and 14. 

Precipitating factors are influences which 
act over a short period of time. These are 
likely to be emotional or exciting states, such 


as a recent threat, thwarted habit, ridicule, 
failure, success, fatigue, or disappointment. 
Obviously, the child who has just been 
scolded is likely to react to frustration some¬ 
what differently from the way he would react 
at another time. 
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No one can unravel all the strands in the 
web of human personality. Life is too com¬ 
plex. We can, however, collect available facts 
about ourselves or others and try to see how 
the known facts arrange themselves into pat¬ 
ternful relationships. A knowledge of psy¬ 
chology and the ability to use intelligently 
such concepts as adjustment often contribute 
to the art of dealing with people. It is espe¬ 
cially useful to those who have counseling, 
guidance, or executive responsibilities. A start¬ 
ing point in this kind of analysis of a person 
is the sources of frustration or barriers. 

Barriers 

When we note the peculiar behavior of a 
maladjusted individual, we observe his pecu¬ 
liarity and then try to think of the way it 
originated. We try to think of the person’s 
problems. 

The sources of frustration in the lives of 
different individuals vary greatly, but we can 
mention typical barriers that necessitate ad¬ 
justment. The problems or difficulties that 
stimulate the individual to seek adjustment 
may be a part of the external environment or 
within the personality. The particular nature 
of the barrier is not especially important. Any 
environmental situation or characteristic of a 
person may constitute a barrier. The im¬ 
portant factor is the meaning of the situation 
or characteristic to the individual who is 
adjusting. A feeling of resentment, inade¬ 
quacy, or inferiority toward the situation 
often indicates the presence of a barrier. 

The two broad classes of barriers are (a) 
those owing to lack of capacity and (ft) those 
owing to the necessity for abrupt changes in 
behavior (see Table 2.2). Obvious examples 
of capacity difficulties that demand adjust¬ 
ment are organic or physical conditions such 
as poor health or a crippled limb. Or there 
may be a chronic ailment or disability such 
as asthma, tuberculosis, heart murmur, epi¬ 
lepsy, color-blindness, or flat feet. 

In the mental group may be found capac¬ 
ity problems such as low general intelligence, 


specific inaptitudes, emotional conflicts, bad 
habits, feelings of insecurity, lack of oppor¬ 
tunity for training, and convictions of one’s 
inferiority. Perhaps the most common per¬ 
sonal difficulties are those which result from a 
lack of recognition for sincere efforts. This 
last type often occurs among children and 
students who think that they are doing well 
and then later find through comparisons with 
others that they appear to be inferior. 

Bodily and mental punishment may ac¬ 
centuate the feelings of inadequacy. Many 
an introverted adult represents the effects of 
too many or too severe lashings of rod or 
tongue by the parent of the child. Any ac¬ 
tivity or situation may become a barrier if 
the individual is given punishment, neglect, 
or no approval in connection with it. Con¬ 
versely, any activity may be satisfying if 
praise and prestige follow or accompany the 
activity. 

Environmental barriers may be poverty, 
inhibiting customs or laws, and lack of op¬ 
portunity for expression of the biological 
tendencies. However, the barrier objectively 
considered is not nearly so important as the 
interpretation that the person gives it. The 
same situation that is a barrier to one person 
may be a challenge or an opportunity to 
another. Among nations, a sterile soil and a 
harsh climate may result in the development 
of a virile nation, whereas a land of plentiful 
resources may have a race of fruitless people. 
Similarly, a poverty-stricken home may stim¬ 
ulate a child to achieve eminence while the 
son of the rich man on the hill becomes a 
weakling. It is significant that neither the 
poor boy nor the rich boy necessarily be¬ 
comes strong or weak. The way each adjusts 
to his situation determines whether he will be 
strong or weak. 

Nor can we hope to remove all difficulties 
from the life of anyone. To do so would only 
handicap him for life as it is. As Herbert 
Spencer said: “The ultimate result of shield¬ 
ing men from the effects of folly is to fill the 
world with fools.” 

Throughout infancy, childhood, youth, and 
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adulthood, the individual is constantly bom¬ 
barded by experiences in which he is shown 
his inferiorities and inadequacies. For many 
people, a few experiences of inadequacy cause 
them to develop habits, through their adjust¬ 
ments, which make ordinary activities, such 
as the study of certain school subjects, very 
difficult. Reasons for many inabilities and 
peculiarities can be traced to the early ex¬ 
periences of the child. 

One girl could not be convinced that she 
was pretty enough to make a favorable im¬ 
pression on others. She had two sisters who 
were praised frequently for their beauty. One 
day a wealthy aunt visited the home and 
again praised the two sisters for their beauty. 
On one occasion, however, the aunt realized 
that she should make a favorable comment 
regarding the plain child and so she said to 
her: "And you, my dear, have a kind face.” 
In spite of the fact that many people would 
rather have a kind face than mere beauty, 
this girl, who is now a woman, prefers work 
that isolates her from other people, especially 
those who are attractive in appearance. Any 
vocation that would require emphasis upon 
personal beauty or attractive attire is out of 
the question for her. She has given up all hope 
of making herself attractive to others. 

Any Situation May Be a Barrier 
to One Person but a Means 
of Satisfaction to Another 

Personal appearance became a great bar¬ 
rier to the above-mentioned girl because her 
own appearance was associated with feelings 
of inferiority. However, to some women their 
personal appearance is an outstanding means 
of attaining satisfactions. Similarly, the study 
of music is a barrier to many children whose 
parents compel them to practice on the piano 
for hours. To other children, music is the one 
satisfying outlet for self-expression. Hundreds 
of school subjects, jobs, and activities are 
"meat for some and poison for others.” The 
nature of the activity is incidental. What the 
activity means, represents, symbolizes, or is 


associated with in the mind of the individual 
is the important factor. 

Tasks that are easy to perform tend to be 
satisfying but are not necessarily so. Tasks 
that are difficult to perform tend to be an¬ 
noying but are not necessarily so. Many 
students can learn certain school subjects far 
more easily than their classmates but prefer 
to study other subjects that are more difficult 
for them. Many housewives can do their 
housework with ease but dislike it. Many 
employees can do the tasks in their jobs with 
ease but prefer to change their vocations. We 
should not assume that easily performed acts 
are always satisfying. 

Mow Kxocuflvoa Contribute to tho 
Bettor Ad|uatmenta of Employees 

Every executive can, and many do, facili¬ 
tate the direct-attack adjustments of indi¬ 
vidual employees. The executive may apply 
the adjustment concept when he finds that a 
salesman’s volume has fallen off suddenly in 
a territory where the business activity of 
other companies has increased. 

The manner of the failing salesman may 
indicate that something is bothering him. The 
astute manager tends to make inquiries re¬ 
garding the failing salesman’s habits, health, 
home conditions, and so on. If he finds that 
the salesman’s wife has learned to consider 
her husband’s job a socially inferior one since 
her nagging mother moved into the home, the 
manager can discuss the situation sympa¬ 
thetically and prove that the husband’s job 
is important. A few special assignments that 
include a title may be all that is necessary to 
build up the salesman’s self-respect and social 
prestige with the wife and mother-in-law. 

Psychological insight and skill are applied 
in business whenever an executive feels with, 
thinks with, and works with employees who 
have disturbing emotional problems. The 
executive may not be able to give a technical 
psychological name to the employee’s variety 
of inappropriate adjustment, but if he dis¬ 
covers the bothersome problem, notes the 
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kind of evasive adjustment being made, and 
then instills confidence in the employee by 
showing him the possible direct-attack 
methods, the employee’s behavior is likely to 
improve. 

The adjustment concept causes us to rec¬ 
ognize that we should not think of an em¬ 
ployee as being this or that—as, for example, 
being conceited or sarcastic when dealing 
with difficult customers. The individual is not 
conceited or sarcastic, but he uses conceit or 
sarcasm when dealing with another per¬ 
sonality. He has acquired the habit of using 
certain evasive methods, “personality tools,” 
when dealing with other personalities. 

Similarly, when an executive’s stenogra¬ 
pher becomes irritable, the psychologically 
minded executive tries to discover her prob¬ 
lem. Perhaps her father has lost his job and 
makes little attempt to find another because 
he assumes that his employed daughter will 
support him. Or the girl’s boyfriend may have 
become interested in someone else. Or any one 
of thousands of other problems may have 
occurred, each of which might necessitate that 
the stenographer make an adjustment. During 
the process of adjustment, the insight and 
encouragement of the executive may be very 
helpful. 

Of course, many men have attained the 
kind of growth characterized by the person¬ 
ality tools of direct attack and intelligent sub¬ 
stitute acts even though they have never 
studied psychology. The psychologists have 
so clarified the process of adjustment that 
people who lack psychological insight may the 
more quickly acquire it. 

The significance of the classification of 
problem-solving methods has been ably stated 
by Robert H. Seashore: 

It has thus far been implied that in dealing 
with any maladjustment it is first essential to de¬ 
termine the nature of the problem being faced. 
The next step is to determine what the indi¬ 
vidual is doing about the problem, and if his 
efforts are not successful, to consider the other 
methods of problem solving that might be con¬ 
sidered as desirable alternatives. The writer has 


employed this classification in several ways, the 
simplest being a discussion designed to assist stu¬ 
dents of elementary psychology in starting to 
plan a career. In this case they were asked to 
describe what they would like to achieve (either 
in general terms or by giving illustrations of 
other people’s similar achievements) in each of 
five areas of endeavor: 1. educational, 2. voca¬ 
tional, 3. avocational. 4. leadership, 5. personal 
development. It was found that the students 
could do this fairly easily, particularly when they 
were urged to set goals which they would really 
be willing to work for if they thought there was 
some reasonable possibility of success. After list¬ 
ing the advantages and handicaps which they had 
for achieving each of the five goals they were 
then asked to describe what methods, if any, they 
had employed up to the present time to achieve 
each goal. If these did not appear productive of 
the desired results, they were then to examine 
the classification for alternative methods which 
might overcome the difficulties so far encountered. 
This procedure is based on the idea that the 
formulation of a problem is often more than half 
of the total process of solution, and that a sys¬ 
tematic method of procedure may save both the 
student and his advisors a great deal of time and 
wasted effort. 

Perhaps the greatest importance of this classi¬ 
fication for clinical psychology is that of attempt¬ 
ing to analyze personality characteristics in terms 
of habitual methods of responding to the principal 
types of situations which every person faces. 

...Furthermore, the classification in terms of 
problem solving behaviors is an operational one 
which tells what the person has been doing so 
far and lists the principal alternative things which 
he or his consultants could do in the future to 
provide a more satisfactory solution. The fact 
that such a classification is not a static one is 
perhaps one of its most hopeful features, in that 
it breaks down such large and vague concepts as 
social maladjustment into things which the per¬ 
son can do about particular problems in his social 
situation. In this it parallels the work of all in¬ 
dividualized remedial education such as athletic 
coaching, time and motion studies on industrial 
operations, where it is already recognized that 
technical skill and guidance can often produce 
marked improvements in individual performance. 
From this point of view clinical psychology gets 
beyond the problem of diagnosis and endeavors 
to place a greater emphasis on the provision of 
technical facilities for assisting the individual to 
deal with his problems more accurately. Both the 
consultant and the client can contribute actively 
to such counseling, and if the method is made 
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dear, there should be greater probability of the 
client’s being able to develop skill in the methods 
of handling future problems himself, or at least 
recognizing when he needs expert assistance. 4 


Ad|u»tment» Are Mora Important 
than Invlronment 

From the standpoint of the incidence of 
mental disease, as discussed in the early part 
of this chapter, the adjustment concept means 
that the environment is often an incidental 
part in our important mental habits. The 
environment may be paced slowly or rapidly 
and be relatively simple or complex. The indi¬ 
vidual’s adjustment to the pace, whatever it 
is, is what counts. In other words, it is just 
as easy to drive an automobile at fifty miles 
an hour as to drive a horse at twenty—once 
the driver has learned the art. The art of 
living is an individual matter and must be 
learned by the individual regardless of when 
or where he lives. 

Whenever we compare the lives of those 
who succeeded in dealing with the conditions 
of life with those who have failed, we find that 
the strong persons developed good adjustment 
habits and the failures developed evasive and 
retreat habits. The same observation applies 
to the people of a nation. The strength of a 
nation does not wholly depend upon natural 
resources nor on geographical location but 
mainly upon the strength of personality of its 
people. We need only compare the resources 
and people of the various nations, as, for 
example, Switzerland versus Russia, to see 
ample evidence of this axiom. The leaders and 
citizens of the United States must recognize 
this basic truth or suffer through the lack of 
its application. If too many individuals learn 
to lean upon charity or other artificial aids 
rather than upon their own strong adjustment 
habits, this nation will become weaker and 
the eventual prey of the stronger. This means 
that everyone, regardless of race, culture, or 
age, can benefit from a thorough study of the 
adjustment process in order that he may 
guide his own adjustments intelligently. 
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Good adjustment means that the person to 
whom it is ascribed is one who usually uses 
the direct-attack and positive-value mecha¬ 
nisms in dealing with his problems. He deals 
effectively and satisfyingly with life and its 
problems without bringing about disturbing 
feelings of anxiety, hostility, or dependence 
on his own part or on the part of others. He 
feels that he has attained or is attaining goals 
that are satisfying to him and approved by 
society. When he helps to solve problems of 
value to society, he does not exploit or injure 
other persons to attain his ends. He believes 
in and seeks to enhance those values which the 
race has found necessary for survival and 
for spiritual growth, such as truthfulness, 
altruism, and objective thinking. He feels that 
he “belongs” and that he is needed where he 
finds himself. He utilizes the immediate situa¬ 
tion for further growth in his ability to deal 
with new and more difficult problems that 
befall him. He enjoys life intelligently and 
shares his enjoyments. 

He is cooperative and an effective mem¬ 
ber of a team. He identifies with his immedi¬ 
ate social groups: the work gang, office force, 
neighbors, and church, club, or association 
members. 

He is master of himself. He does not un¬ 
necessarily upset the smooth tenor of his 
relations with others nor allow his own im¬ 
pulsive or ill considered acts to interfere with 
his plans or his social adjustments. He is con¬ 
sistent and stable without too many con¬ 
tinuous bothersome tensions from conflicts 
and frustrations. 

If he has learned to live creatively and 
effectively, he is not perfectly adjusted but he 
has learned to live well in spite of bothersome 
problems and some inadequate adjustments. 
See Chap. 8. 

One purpose of education in general and of 
psychology in particular is to assist the indi¬ 
vidual in learning those adjustment habits 
which are of the positive variety. You and I, 
as laymen in the field of mental hygiene, can 
do very little to assist the psychotic, but we 
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can do a great deal toward the development 
of sound mental habits in ourselves and our 
associates. 

Of course many persons confuse the adjust¬ 
ment concept and the social desirability con¬ 
cept. Actually, the two differ somewhat as 
shown by one researcher. He pointed out that 
we can define personal adjustment as psy¬ 
chological health and social desirability as the 
attainment of certain superficial goals im¬ 
posed on the individual by society. The two 
are not synonomous, although the adjusted 
person usually behaves in a socially desirable 
manner. He will have certain characteristics 
which are socially desirable simply because 
society would reject him if his behavior were 
contrary to its mores. However, the tests used 
in the research study indicated that the 
adjusted individual is more critical, more ag¬ 
gressive, more admittedly egocentric, more 
interested in others and more at ease with 
them, and less prone to despondency than the 
socially desirable person. 

In his attempt to conform to what he feels 
are the demands of society, the person 
oriented toward social desirability may sacri¬ 
fice his personal adjustment, his psychological 
health. Therefore, while good adjustment en¬ 
tails social desirability, the latter can and 
does exist without the former. It is possible 
for an individual to conform to society and 
thereby seem adjusted, while in reality, he 
may have weakened his psychological health 
and failed to adjust. 5 

Every living person has troubles and prob¬ 
lems. The important consideration in bringing 
about personal effectiveness is not the number 


or kinds of problems a person encounters, but 
how he responds to them. Do they overwhelm 
him or challenge him? We have to realize 
that the ability to deal intelligently with mis¬ 
fortunes, to endure suffering, and to face loss 
without breaking down completely, all con¬ 
tribute to the kind of mental strength we 
seek and admire. This was especially well 
stated by a mature woman writer who de¬ 
scribed some problems of her early life: 

A woman said to me once so proudly, “My 
family never quarrels.” I was young at the time 
and our children were young and I thought, “How 
wonderful! If only I could say that." But I’m 
not young now and I know better. When I look 
back on that family who never quarreled I re¬ 
member their passivity; the slow eyes that did 
not flash; on the parents' faces, no grooves that 
tears had scoured. I know now that it takes pas¬ 
sion and energy to make a quarrel...of the 
magnificent sort. Magnificent rows, magnificent 
reconciliations; the surging and soaring of mag¬ 
nificent feeling. 6 

Tables 2.2 and 2.3 will enable the reader 
to see a general outline of the adjustment 
concept. This list of barriers and adjustments 
is not intended to be exhaustive, nor is the 
classification of any one item of behavior 
supposed to be fixed. The adjustment activi¬ 
ties mentioned are not mutually exclusive 
kinds of reactions to barriers, but only fre¬ 
quently-met or modal varieties. As previously 
stated, any variety of behavior can be classi¬ 
fied only in relation to its context or setting. 
However, a brief examination of these tables 
should help the reader in developing an alert¬ 
ness to the kinds of adjustment which he can 
observe in his everyday experiences. 


TABLE 2.2 

EXAMPLES OF BARRIERS TO WHICH THE INDIVIDUAL ADJUSTS 
I. "Capacity" barriers: 

A. Insufficient capacity to perform satisfactorily the activities that others expect the individual 
to perform or that he himself expects to perform: 

1. Organic or physical: 

a. Poor health. 

b. Atypical body shape or size. 

c. Endocrine imbalance. 

d. Lack of athletic ability. 
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TABLI 2.2 (cent.) 


f JJeJectwe sensory equipment, such as deafness, 
f. Defective motor equipment, such as stiff joints 

2 . L*"r pcrsonai app '* , “"' <* 

3 In L C II: R !r t00 f ° r cxamp,e ’ 'nabiUty to do satisfactory school work or to handle 
jobs requiring brain work. 

b ^ cinnl evalua,cd 100 h **?h! for example, individual’s parent expects him to be an honor 
student or an accomplished musician. 

3 SoriaT^ inabilitieS ’ Such “ lack of ability in mathematics. 

a. Lack of friends and inability to make friends. 

b. Lack j°^ a bility ‘° nxaintain ego in the face of bullying, ridicule, snubs, nicknames, and 

C C *™pertw'student UPCri0rS * f ° r CXamp,e ' an aver ** f student rooms with a bragging 

B. Capacity too great for required or present activities: 

1nw«°iK ,nd ^» V,dUalS || CaPaC ' ,y by parenl - teacher, mental examiner, or supervisor much 
lower than it actually is. 

F°Cir«lT Cia, ! 0n Y i,h inferi0rS in •*“**«• health, or social development. 

T unslimulating, as among children of foreigners and among fellow workers 
poor examples; working hours too long for normal development, and so forth. 
II. Barriers arising from a change in activities: 

A fX'th irr.K tC,U Kw he individual is compelled to change his activities abruptly: 

** B , h f r Chl1 ? ,na Um,ly “ which ‘he individual was an only child and a transfer 

of affection from the older child to the newborn 

2. Adoption into a strange family. 

3. Death of a loved person. 

,ha ! 0CCU [ red 100 early in “I* and could not be continued satisfactorily. 
Disappointment in love; betrayal of confidence 
Conflicts in love that require immediate adjustment. 

Sudden change from a higher to a lower standard of living. 

Sudden change from a lower to a higher standard of living. 

Loss of a job; new job not satisfactory. 

B ' B Vnrt r L rC hl!i l nl ng f J r0m ,he n n ? VidUal ’ S M o/ trai " in * or *'P»alion to meet his problems 
and his being thus compelled to accept new activities: 

*• N °"" aI with other children forbidden by parents; consequently, child or adult 

now fdapts himself to new environments or contacts with great difficulty. 

Puritanical, austere, or unsympathetic parents. 

3 ‘ Pa :“° haVe bwn .. 100 ,e . nien ‘ and have not trained their child to solve adult problems. 
i t h ^ ,H k spcnd,ng of mone y. ‘he acquisition of proper habits, freedom of choice, etc. 

4. teachers who do not understand their pupils. 

5. Disinterest of parents in the child; broken home; mother who is employed or who is 
interested in other activities more than in the child’s development. 

6. Compulsion to continue an unwanted education or to study subjects of no interest, such 
as music, languages, etc. 

Compulsion to take an unsatisfactory job. 

Association with superiors in studies or in work. 

Association with persons of greater wealth, refinement, ability, or charm, and a feeling of 
inferiority caused by the differences. 

Association with others of assumed superior race or nationality. 

C ’ ^activities' 5 *" 8 fr ° m ^ C0HtinUance of ac,ivilifs ‘bat should have been superseded by other 

1. Remaining in a social environment too long for personal development. 

2. Remaining in a job too long. 

3. Continuation into adulthood of inefficient or childish habits, such as poor study habits. 

lisping, temper tantrums, sullenness. 

4. Continuation into adulthood of childhood emotional tendencies, such as parent fixations: 

Oedipus complex. Electro complex. 

5. Clinging to outmoded religious creeds that appear to be out of harmony with new 

experiences—a condition found among some college students. 


7. 


10 . 



40 


THE PROBLEM PERSON 


TAHI 2.2 (*ont.) 

D. Frequent interruptions of ongoing activities* 

1. Frequent change of school. 

2. Frequent changes in the home. 

3. Frequent changes of home town 

4. Frequent shillings oi tasks or ol instructions in work. 

5. Reprimands by superiors. 

6. Naggings by mate. 


TABU 2.3 


EXAMPLES OF ADJUSTMENT ACTIVITIES OF THE INDIVIDUAL 


I. Adjustment by direct attack upon the problem: 

A. As applied to any problem: 

1. Repeated attempts to solve the problem. 

2. Stoicism. 

3. Enjoyment of difficulty. 

4. Refusal to accept defeat. 

R As applied to an employee's situation when he wUhes to grow through his work 

1. Study and improve the equipment of 

the job. 

2. Study and improve the methods of 

work. 


Admission of the problem, recognition ol 
•ti true nature, and treatment of it 
through intelligence and insight. 


II. Positive substitute activities that often enable 
problem: 

A. Activities in dealing with people: 

1. Doing favors for others. 

2. Taking positions of leadership. 

3. Being active in organisations, such as 

the church, a club, a lodge. 

4. Being socially popular. 

5. Speaking in public. 

6. Attending social functions. 

7. Debating. 

8. Making new acquaintances. 

9. "Playing politics.” 

10. Playing games with people. 

11. Analyzing others. 

12 . Supervising others. 

B. Intellectual activities: 

1. Studying. 

2. Developing money-making schemes. 

3. Collecting stamps, books and so forth. 

4. Creative writing. 

C. Physical or manual activities: 

1. Mechanical work. 

2. Household work, such as sewing, cook¬ 

ing, etc. 

D. Emotional activities: 

1. Painting, or studying art. 

2. Studying music, vocal or instrumental. 

3. Writing or reading poetry. 

III. Negative substitute or evasive activities: 

A. Handicaps to the individual: 

1. Criticizing others. 

2. Annoying or teasing others. 


3. Study the fellow workers and improve the 
human relationships. 


the individual to go around a barrier or a 


13. Associating with inferiors. 

14. Associating with superiors. 

15. Doing stunts or tricks. 

16. Persuading people. 

17. Selling things to people. 

18. Entertaining or amusing others. 

19. Improving or correcting others. 

20. Helping those who are weaker. 

21. Taking care of children. 

22. Impressing the opposite sex. 

23. Seeking the approval of others. 

24. Teaching others. 

25. Identification with another personality. 

5. Creating mechanically. 

6. Inventing new systems, such as for pro¬ 

duction control. 

7. Studying and developing philosophies. 

3. Physical labor. 

4. Outdoor work. 

5. Athletic activities. 

4. Religious activities. 

5. Impersonating others, acting. 

6. Symbolical behavior. 


6. Bluffing, conceit 

7. Cynicism. 


J-mm., * K.,t, mir University UUw*. 

Acer*-ion No .... . 
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TABU 2.3 (cont.) 


3. Rowdyism. g. Sarcasm. 

4. Bullying. . 9. Argumentative responses. 

5. Air of superiority. l0 Refusal t0 make decision . 

B. Mere annoyance to others, or not positively developmental when carried to extreme degree: 

1. Distinctive mannerisms. 10. Fictionizing. 

2. “Show-off” behavior. ,1. Overagreeableness. 

3. Doing tricks or stunts. 12 . Travel in order to get away from diffi- 

4. Joining organizations merely “to be- culties. 


13. Exaggerated attempts to impress the oppo¬ 

site sex. 

14. Attending movies frequently. 

15. Excessive reading of fiction. 

16. Ancestry worship. 


long.” 

5. Mimicry. 

6. Personal adornment. 

7. Emphasis on clothing. 

8. Talkativeness. 

9. Exaggeration. 

C. Serious evasive habits indicating minor maladjustments: 

1. Excessive daydreaming. 5 . invalidism 

2 Regression. 6 . Sulkiness. 

3. Projection. 7. Extreme inlroversion . 

4. Introjection. g. Alcoholism. 

IV. Retreat adjustments: 

A. Solitude, stay-at-home habits to avoid ordinary problems 

B. Mysticism. 

C. Living in another world—pronounced escape from reality. 

D. Death wish and suicidal tendencies. 
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PROJECTS 


1. Read Table 2. 2 and check the barriers you 
have had in the course of your adjustment 
history. Select one of your barriers, prefer¬ 
ably of the kind that would not embarrass you 
if a description of it were read by a friend 
or teacher. 

a. Write a brief description of the barrier or 
problem and the adjustment you made to it. 

b. State how the barrier and your adjustment 
to it have affected your own personality in 
dealing with others, in doing school work, 
or in earning your living. 

c. If you have a friend available for the pur¬ 
pose, ask him to read your description of 
your barrier and your adjustment. To what 


extent does he agree or disagree with your 
interpretation of your own psychological 
conclusions? 

2. Hendrik Willem Van Loon was reported as 
having said: 

"The purpose of education is to get a per¬ 
spective of yourself so that you can understand 
yourself in relation to those around you. It 
enables you to have an active and pleasant 
life. It enables you to go through the world 
with the least amount of friction and a proper 
amount of understanding. That is all education 
is supposed to do.... 

Let’s look at our colleges and see what is 
going on. We find that they are doing little 
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in the way of educating students. The colleges 
in the United States are simply big play pens 
where the incompetent can send their children 
for four years.” 

a. Do you agree with Van Loon that colleges 
“are simply big play pens"? 

b. What evidence can you offer to refute his 
statement? 


3. Magazine and newspaper articles often publish 
pictures of physically handicapped persons 
who achieve a high level of skill in some ac¬ 
tivity. such as the one-armed stenographer 
who turns in perfect copy in a typing contest 
or a one-legged swimmer who wins an aquatic 
contest. Can you describe examples of this 
kind from your own acquaintances? 
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CHAPTER THREE 


ADJUSTMENT 

BY SUBSTITUTE ACTIVITIES 

THA T ARE OFTEN 
OF SOME POSITIVE VALUE 


Frustrations and feelings of inadequacy often 
result in adjustments such as compensation, radicalism, or identification. 
Certain adjustments, though rather unusual, give the individual 
I the motivation which enables him to apply 
htmself to a life program or vocation. If the object of the motivation 

becomes a program that serves others,! ^ 
the motivated person is likely to become successful or even famous 
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WW henever we study the lives of famous 
men and women, we are likely to find that 
their chief psychological assets were their 
adjustments to severe handicaps. The im¬ 
portant point for us to keep in mind is not 
that a man has problems or failures but how 
he adjusts to his barriers, and whether his 
adjustments have value for other people as 
well as satisfaction for himself. 

Beethoven was handicapped by deafness 
but wrote some of the world’s best music. 
Byron’s clubfoot and his poverty-stricken 
neurotic parents gave him a sense of inade¬ 
quacy for which he compensated by writing 
poetry. Demosthenes and Moses are supposed 
to have been stutterers and yet both became 
famous leaders. Benjamin Disraeli suffered 
from ozena, a degenerative disease of the 
mucous membrane of the nose that produces 
a constant stench from the nostrils, but he 
became a prime minister of England. Arturo 
Toscanini, successively conductor of the 
Metropolitan Opera Company, the New York 
Philharmonic-Symphony Orchestra, the Na¬ 
tional Broadcasting Company Symphony Or¬ 
chestra, compensated for his near-sightedness 
by developing a remarkable memory. Stein- 
metz, though deformed in body, left an 
imprint on our civilization by means of his 
genius for pure research. 

The great men of the world have had all 
kinds of personal problems—some severe, 
some minor. Many factors entered into their 
success—too many for us to unravel clearly 
and completely. The nature of their handicaps 
is less important than the intensity of effort 
which resulted from adjustment to the handi¬ 
caps. Certain it is that many of life’s biggest 
prizes go to those with physical* or mental 
handicaps, real or imaginary. Perhaps if the 
progress of the world depended upon only the 


• Alfred Adler has stressed the idea and given 
many examples of compensation brought about by 
some organ inferiority. See "A Study of Organ In¬ 
feriority and Its Psychical Compensation,” Nervous 
and Mental Disease Monograph, 1917, for his early 
writing in this field. 


purely normal people (if such exist!) we 
would all still be living in primitive fashion. 

Compensatory Mechanisms 

Many people of no great importance illus¬ 
trate the compensatory mechanisms as well as 
do the famous. For example, many sculptors, 
musicians, speed typists, experts in fine 
needlework, men who write name cards with 
flourishes, and others whose work demands 
delicateness of touch developed their skills as 
the result of an effort to compensate for left- 
handedness. Many of these persons were 
potentially left-handed but were compelled to 
change to the right hand.* Of course, the 
right-handed person can achieve success in 
skilled movements just as readily as the left¬ 
hander, but the former often lacks the urge. 
A study of the ability to grasp the meanings 
of American Indian sign language gestures, 
for example, showed that deaf high school 
students of both sexes scored significantly 
higher than the nondeaf . 1 Such extra abilities 
appeared to be clearly compensatory. 

The compensatory mechanism is easily 
recognized when we recall the example of any¬ 
one who, being little in stature or having phy¬ 
sical defects, habitually assumes a haughty 
air, a cold gaze, a pompous manner, or a loud 
voice. Consider some of the military and 
political leaders of history who are known 
for their bombast as well as their short stature 
or physical defects. 

Compensatory mechanisms are character¬ 
ized by extra effort or aggressive conduct in 
order to defend the ego or feeling of self- 
worth. The individual’s compensatory be¬ 
havior enables him to reduce the tension 


• The child’s stuttering which occasionally accom¬ 
panies the shift from the use of the left hand to the 
use of the right hand is not caused by the inability 
of the brain to make the change but by a sense of 
inferiority brought about by the parent’s or teacher’s 
harsh treatment of left-handedness. When a person 
loses the use of his writing hand through accident 
and changes to use of the other hand, no speech 
defect arises; he has not been criticized for his awk¬ 
wardness. 



POSITIVE SUBSTITUTE ACTIVITIES 


47 


caused by feelings of inadequacy. Confronted 
by a barrier to his ongoing activities, the 
individual naturally seeks to react in ways 
which appear to overcome the deficiency, 
decrease feelings of tension, and give in¬ 
creased feelings of self-worth. 

Every person has some defects, and so we 
expect him to have the desire to feel superior 
in one or more respects. Each man wants to 
be worthwhile in his estimation of himself. 
If he is frustrated in the attainment of his 
goals so that he cannot meet his obstacles in 
a positive manner, he will do so in an indirect 
manner.* Inferiority cannot be endured. 
Superiority, or at least a sense of adequacy, 
must be achieved. A sense of failure, guilt, or 
shame is hard to accept. For example, the 
woman who feels inferior may ape the cul¬ 
tured or the rich and attend functions for 
which she does not care or lectures which she 
does not understand. Attendance at the opera 
may be imperative for her, because it puts her 
into the desired class of those who are 
admired. 

When the individual is confronted with 
barriers to which he cannot make a direct 
adequate adjustment, he may seek satisfac¬ 
tions through substitute activities that have 
positive values. For example, pupils who can¬ 
not attain satisfaction in scholarship may do 
so on the athletic field. Girls who do not find 
their personal appearance attractive may be¬ 
come good students. High school students who 
find their studies very difficult are apt to 
quit school and seek jobs. The employee who 
feels disgraced because his father has been 
convicted as a criminal may achieve satisfac¬ 
tion by taking up art, athletics, church work, 
stamp collecting, or by inventing new ma¬ 
chinery. 

When we study the lives of some labor 


• An excellent treatment of frustration with ex¬ 
amples of adjustments is presented in Frustration and 
Aggression , by Dollard, Doob, Miller, Mowrer, Sears, 
et al., published for The Institute of Human Rela¬ 
tions, Yale University Press, 1939. See pages 12-17 
for six good illustrations of the concept of frustration. 
Page S3 presents a summary of principles. 


leaders, we find that certain barriers con¬ 
fronted them in their earlier years of employ¬ 
ment. They were not successful in becoming 
members of management and so they dealt 
with their failure by helping the workers 
whom they believed to be as unhappy as 
themselves. Likewise, businessmen who can¬ 
not succeed in business often make an adjust¬ 
ment by entering another type of work, such 
as teaching. Teachers who cannot attain satis¬ 
factions in teaching may make an adjustment 
by going into business. 

Compensations or substitute activities may 
be useless, even harmful, or they may be of 
great value to the individual and to society. 
The man who goes into the business world 
and finds that he is not a good businessman 
can substitute for that lack of attainment the 
satisfactions of church work and fraternal 
activities. Of course, the normal individual 
takes some interest in his community, his 
home, and other phases of good citizenship; 
but, if he remains in business and makes his 
outside activities a heavy sideline, he shows 
that he is not really well adjusted to his job. 
He is seeking compensation for some lack that 
he feels in his personality. It is usually well, 
therefore, that the general manager should 
frown upon outside activities of employees 
when those activities absorb very much time 
without bringing better adjustments to the 
man's job. 

In this connection, we may ask whether 
every person goes into a chosen vocation in 
order to compensate for some inadequacy. Do 
not education and the examples of others have 
any influence in the choice of work? Of course 
they have some bearing with many indi¬ 
viduals, as when a father tells his son about 
the money to be made in the legal profession 
and then has the son talk with some en¬ 
thusiastic lawyer who convinces the lad that 
law is the most honorable and remunerative 
profession. Law, as a vocation, becomes asso¬ 
ciated with other desirable ideas of prestige, 
fame and wealth. However, it is also evident 
that many of the vocations we select are 
chosen as an avenue of expression for 
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thwarted tendencies. If a boy is a poor ath¬ 
lete, he may take refuge in his books. If he 
cannot be worthwhile as a physical specimen, 
he may become a college professor, a scientist, 
a statistician, or an accountant. 

Many positive or desirable substitute ac¬ 
tivities are compensations for inadequacies in 
social relations. The individual who meets 
barriers that make him feel inadequate may 
learn to obtain personal satisfactions from 
being kind to others, public speaking, playing 
politics, doing tricks, taking care of children, 
or teaching others. All these habits or ten¬ 
dencies are desirable and may be utilized 
vocationally. The understanding employer 
tries to give the employee the type of work 
that utilizes adjustment tendencies which are 
already well established. 

To the counselor, adjustment by positive 
substitute activity is very important because 
evidence of such adjustment is likely to mean 
that the individual has a strong inner drive. 
When Daniel Starch studied the life histories 
of one hundred and fifty men by personal 
interview, analysis of their characteristics 
indicated that one important factor in the 
success of the ablest men was their inner 
drive. These men were divided into three 
groups: Fifty top executives, heads of 
America’s leading enterprises, whose salaries 
ranged from $50,000 to over $200,000; fifty 
second line, mid-level executives, whose sala¬ 
ries ranged from $7,000 to $20,000; and fifty 
small businessmen, whose incomes were lower 
than those of the mid-level executives. 

...Of two men with equal intellect, of equal 
capacity to take on responsibility, or equal skill 
in handling people, the one with twice the drive 
will achieve twice as much, or six times as much. 

Is it true that most men get to important posi¬ 
tions because of wealth or luck? 

I carefully searched the careers of our 150 men 
and found that 9 per cent of the men in the top 
groups went into their father’s business; where¬ 
as. 20 per cent of the men in the low group did so. 

Two facts are plain: Only one in eight men 
steps into his father's business, and actually twice 
as many do so in the low group as in the top 
group. 

As to work, I have also diligently searched the 


careers of our executives and found that 78 per 
cent of the men in the top level worked hard and 
long; whereas, only 20 per cent of the men in 
the low group did so. 

There are two powerful forces behind the 
inner drive in great men. 

The first is their all consuming purpose—the 
goal from which there is no swerving—the pre¬ 
conceived destination which drives the locomo¬ 
tive on and on. 

“Great souls have wills, feeble ones have only 
wishes” is an old Chinese saying. 

The second force behind the inner drive of 
great men is not money or material reward. It is 
emotional—it is the anticipated satisfaction of 
achievement. 1 

The trained personnel man, vocational 
counselor, executive, and teacher are all in¬ 
terested in studying the individual in order 
that behavior tendencies may be utilized for 
greater self-expression. When a personnel 
man refuses to hire an applicant for a selling 
job and says to the applicant, “I will not hire 
you for the sales department because you 
really would not be happy there,” the inter¬ 
viewer has recognized that the applicant’s 
adjustments are not of the kind that would 
make him satisfied in sales work. 

A man may be capable of selling and even 
have a good record in salesmanship work but 
still decide that he must do something else 
because his friends regard salesmanship as 
Babbitty and he feels inferior as a salesman. 
Hence, he wishes he were an artist or some¬ 
thing respected by his friends. This principle 
is often important in labor problems.* Many 
dissatisfied employees are trying to find forms 
of self-expression whereby they may escape 
their feelings of social inferiority and appear 
superior in the estimation of their associates. 
The job or experience that causes one man to 
feel socially superior may cause another to 
feel inferior. A man’s reactions to a job often 
depend upon how he is attempting to adjust 

• Of course, a great deal of labor unrest comes 
from well-adjusted workers who believe they have a 
right to a larger share of the income from the busi¬ 
ness, better conditions of work, and so on. These 
desires may be no more evasive than those of a mer¬ 
chant who tries to get the highest possible price for 
his goods. 
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his inner mental life rather than upon the job 
itself. 

Many positive or desirable substitute activi¬ 
ties are compensations for personal inade¬ 
quacies, real or imagined. The person who has 
difficulty in admitting to others or himself 
some inadequacy in his personality may try 
to guard it from scrutiny by others. He 
develops some modes of behavior that shield 
or appear to shield him. He often protects 
himself from anxieties by such defense mecha¬ 
nisms, and his associates may learn to avoid 
any mention of his inadequacy. They know 
that any mention of his defect, real or 
imagined, is likely to result in exaggerated 
behavior or withdrawal from the social situa¬ 
tion. Sometimes the individual’s tendency to 
exaggerate some trait in order to draw atten¬ 
tion away from a weakness and turn it in 
another direction results in overcompensation. 

Usually, individuals who overcompensate 
are unable to accept defeat. Those who over¬ 
compensate work their way out of a difficulty 
by vigorous attacks. Sometimes the indi¬ 
vidual even accomplishes what appears to be 
impossible. One man, for example, was bom 
with a very large clubfoot. Walking was dif¬ 
ficult for him but he became an expert golfer 
who invariably walked faster than his team¬ 
mates. When walking on the street with a 
friend, he always set a rapid pace in spite of 
obvious difficulty in walking at all. 

When, however, an individual discovers 
that it is impossible for him to attain success 
in the defeating activity, his overcompensa¬ 
tion may take a substitute direction. The indi¬ 
vidual seeks success in some other activity. 
The new activity may be obviously related to 
the one in which defeat has been experienced. 
An unsuccessful concert violinist may, for 
example, resort to clowning by means of the 
violin. Similarly, an unsuccessful actor may 
become a teacher of public speaking. 

Of course the substitute compensation may 
also lead to a different field. This is especially 
likely to happen when the frustration arises 
out of a lack of opportunity to exercise one’s 
talent. A factory worker of high intelligence, 


for example, operates a machine that requires 
a great deal of manual skill. The worker lacks 
the muscular coordination necessary to de¬ 
velop a high level of skill. He therefore studies 
accounting in evening school until he over¬ 
comes his feelings of defeat. 

Unfortunately, too, some persons overcome 
the reality of defeat by immersing themselves 
in projects. When the feeling of defeat is so 
unpleasant as to approach the painful, the 
individual may concentrate on some unusual 
project, preferably one that few people know 
much about. The project may have little real 
value. It may seem merely time-frittering to 
others, but to the individual it overcomes the 
painfulness of defeat in some other area. To 
observers, the individual is escaping from 
reality. If, however, the substitute activity 
opens up new emotional satisfactions as in the 
case of the fine arts, he may later find that 
he escaped into reality. 

A sense of adequacy, however achieved, 
often enables a person to “endure” or adjust 
happily to numerous frustrations or problems 
that beset him as indicated by this example: 

I once heard of a blind piano tuner whose dis¬ 
position was so unfailingly even that the man 
whose piano he had come to tune set out inten¬ 
tionally to ruffle him, just to see if he could. 
"What's that note you just struck?" he asked. 
"That's C," said the blind man. 

"Oh no. that isn't C," said the owner. "You 
must be slipping. Hit it again." 

The piano tuner struck the note again. 

“See?" said the man. “It's a little off." 

"No,” the blind man said with a smile, "that’s 
C all right." 

At this the owner gave up. 

"Look here." he said. "I know that’s C, right 
on the nose. I’ve just been trying to see if I 
could ruffle you. You know your business, and 
here I was, trying to tell you how to do it. Why 
didn’t you get mad?” 

"Why should I get mad?" asked the piano 
tuner mildly. "My wife loves me. Why should 
I get mad?" 3 

Tho Messiah Complex 

Any person who finds himself in a predica¬ 
ment because his life is unsatisfying is likely 
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to try to solve his own problem by attempting 
to alleviate the predicaments of others. The 
student who plans to do college teaching and 
then later finds that he cannot do so may 
adjust himself by helping others who are in 
a difficulty similar to his. This type of adjust¬ 
ment is, perhaps, one of the most common 
psychological origins of the professional ad¬ 
viser. Teachers and executives who find their 
work unsatisfying or difficult often enter the 
advisory field as counselors, college deans, 
assistants to principals, welfare workers, or 
personnel men. Such counselors become en¬ 
grossed in their work and are likely to be 
sympathetic toward those who seek their 
advice. This kind of adjustment is both psy¬ 
chologically sound and socially desirable. 
When people make comments about a clinical 
psychologist to the effect that he is trying to 
help others make better adjustments because 
he really is trying to help himself make better 
adjustments, the comments are complimen¬ 
tary. The adjustment is beneficial to both the 
advisees and the adviser. Personality develop¬ 
ment should be reciprocal rather than one¬ 
sided. 

If the person who has made such an ad¬ 
justment in the direction of helping others 
has had an intensely unpleasant experience 
in connection with his problem, he may de- 



IdentMcotion with the underprivileged. Some persons moke 
odjustmentt in the direction oI identification with the mis¬ 
understood or unappreciated. Such individuals are opt to 
seek vocational expression through positions that enable 
them to be kind and helpful to the unsuccessful members 
of society. This kind of "uplift" tendency is often found 
among sons of very successful men. especially when the son 
feels that he has not met his father’s expectations oI him. 


velop an extreme form of the Messiah com¬ 
plex—the radical reformer’s tendency. The 
radical wishes not only to help those toward 
whom he is sympathetic, but also to destroy 
all persons and features connected with the 
hated situation. He wants a new educational 
system, or a new economic order, or a new 
religion, or even an entirely new civilization. 
Back of those fanatics analyzed is an emo¬ 
tional history that explains the fanaticism. 
Most malcontents have had very unhappy 
childhoods which have a direct relation to 
their radical ideas. 

Rowdies and Radicals 

The rowdy and the radical, who like to 
annoy or shock their associates, may have 
their desires to be noticed directed into 
worthy channels. Any skillful teacher knows 
that she can direct a rowdy pupil’s impulsions 
into better channels by assigning to him the 
task of controlling the other rowdies in the 
room. Or she may give him recognition by 
appointing him traffic patrol leader. Or he 
may be induced to protect the girls instead of 
teasing them. His rowdiness may be an at¬ 
tempt to gain the limelight, and any personal 
recognition accompanied with an assignment 
of responsibility is likely to be more satisfying 
to him than a continuation of his annoying 
conduct. 

Similarly, the college student who has 
radical tendencies toward the economic order 
is likely to moderate his extreme points of 
view if he is assigned the job of helping some 
of the chronic down-and-outers. Few experi¬ 
ences are so likely to change the young indus¬ 
trial radical into a conservative as the task of 
hiring some of the industrial misfits, supervis¬ 
ing their work, and then paying their wages 
out of his own money. When he goes into 
business for himself and observes many a 
worker’s carelessness, tardiness, and irrespon¬ 
sibility toward the employer’s needs, he is 
apt to decide that his former panacea for 
economic disorders is impracticable. 

The college student who realizes that he 
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is considered a radical by his acquaintances 
often has difficulty in getting a job. Many 
employers shy away from him. He imagines 
that they deny him employment because of 
his "advanced” ideas which clash with their 
interests. Actually many intelligent employers 
have little fear of so-called advanced ideas 
but they realize that the radical employee is 
rarely a good teamworker. He is likely to be 
either a free lance or, if in a group, a dis¬ 
turber of the group. Most employers like to 
feel that their employees like each other and 
function smoothly as a "team.” Hence many 
avoid the radical as much for his lack of 
group integration as for his ideas as such. 

The small number of students who can be 
classified as radicals usually have problems in 
adjustment and are more in need of a clinical 
psychologist’s services than a policeman’s 
club. 4 Radicals reveal important personality 
changes in their histories, but the exact nature 
of the relationship between the changes and 
the radical political activity can be revealed 
only through analysis of each individual’s 
adjustments. 5 

Radicals, rowdies, and reformers need the 
same constructive treatment which we should 
accord to others who are seeking adjustment 
to their problems. The business executive who 
finds that he has hired radicals should think 
of them as stimulating critics and decide 
whether the benefits from their criticism out¬ 
weigh the annoyances they cause him. If 
their actions become a burdensome task for 
the executive, he should recognize that the 
normal employees also deserve attention. 
When the normal employees are neglected so 
that maladjusted radicals may be given more 
time and thought, the executive should refer 
the maladjusted employees to the specialists 
of a clinic and devote his best efforts to the 
more ordinary members of his organization. 

Identification 

Identification means that the individual 
feels that he is part of another person, situa¬ 
tion, or institution. In some cases, he feels 


that he is pari of the purpose of the institu¬ 
tion, activity, or person. The process is one of 
feeling rather than of intellect. (It should not 
be confused with "identity,” the individual’s 
psychological definition of himself.) 

The person who, when at the theater, 
identifies himself with the hero, fights his 
battles, endures his hardships, conquers the 
villain, and finally marries the heroine, is not, 
for the time being, a mere observer or on¬ 
looker, but is the character in the picture or 
the play, psychologically speaking. Such a 
person makes many incipient movements that 
give reality to his imaginary acting. In like 
manner, the loyal college student attending 
the football game of his alma mater gives the 
player who is carrying the ball many a 
vigorous "shove” from the grandstands. For 
the moment the spectator carries the ball. He 
has identified himself with the team and is 
mentally doing the same things that the team 
is trying to do. 

Every sport fan knows that the successful 
football team is the one in which the members 
identify themselves with the team as a whole. 
Each player docs not play an individual game 
but integrates his playing with that of the 
entire team. 

Through the achievements of other persons, 
groups of persons, and institutions, the indi¬ 
vidual may reduce tensions arising from his 
own inadequacies. Identification may be made 
with social and political organizations or re¬ 
form movements as a compensation. An indi¬ 
vidual may also identify himself with his 
material possessions, as exemplified by the 
housewife who cleans and protects her home 
so well that it becomes uncomfortable to 
others. Possessions such as the house, cloth¬ 
ing, automobile, office desk, or factory ma¬ 
chine may be used to gain many subconscious 
satisfactions as well as obvious prestige 
values. 

Positive identification is one of human 
nature’s most valuable means of making 
wholesome adjustment. It is present in the 
life of every well-balanced personality; it 
is absent from the mental lives of certain 
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Identification with one's superiors. Some persons 
moke adjustments in the direction of identification 
with the able, competent, and successful. Such in • 
dividuals ore apt to seek vocational espression 
through managerial positions. 

patients in hospitals for the mentally ill. In 
other patients, the identifications are carried 
to an extreme degree. They identify them¬ 
selves so completely that they become “Napo¬ 
leons,” “Hitlers,” “Messiahs,” and so on. The 
well-balanced person of any age is the one 
who has learned the art of identifying him¬ 
self intelligently with the people and the tasks 
of his daily contacts. The factors of his per¬ 
sonality are integrated into an effective work¬ 
ing unit. He feels at home with his associates, 
his supervisors, his family. Unlike the cynic, 
he finds the age in which he lives reasonably 
admirable because he has identified himself 
with its admirable movements. 

Identification is the important fundamental 
of a happy married life. Ideally and typically, 
two people marry, not mainly for sexual 
gratification but for more complete identifica¬ 
tion of their personalities. In the course of 
history, society has developed many institu¬ 
tions in order to enable its members to 
identify themselves with satisfying personali¬ 
ties. In addition to marriage, we have the 
church, which aims to have the individual 
identify himself with the cosmic power. 

The good citizen identifies himself with his 
community and his nation. The well-adjusted 
pupil identifies himself with his school and 
his teacher. The great teacher first acquires 
a strong personality and then enables his 
students to live partially within his per¬ 


sonality in order that they may thus develop 
their own personalities. 

Teachers and business executives should try 
to assist their pupils and employees in identi¬ 
fying themselves with the age in which they 
live, the institutions of which they are a part, 
the social groups in which they are nurtured, 
and the employers or others who give them 
employment. The true educator and builder 
of men instructs not by teaching subject 
matter only but by showing people their 
places in the scheme of things; by pointing 
out the trends of the past and the possible 
trends of the future; by discussing the prob¬ 
lems of today that challenge us to excel our 
forefathers, and the beauties of the machines, 
of nature, and of man, in addition to their 
cruelties. 

The skillful executive who enables em¬ 
ployees to identify themselves with his per¬ 
sonality must also help them to transfer their 
identifications to other tasks, persons, and 
institutions. He may direct them so well that 
they wish to become a boss “like him.” Later, 
the employees may find they are really inter¬ 
ested not in the intrinsic values of their tasks 
but in the person who happened to supervise 
them. The able executive who has insight into 
the processes of identification among his em¬ 
ployees is careful to see that they clearly dif¬ 
ferentiate between interest in him and interest 
in their work. Each worker should be led to 
find the intrinsic values of his work and to 
feel that he is a worthwhile member of the 
institution to which he belongs. The same 
admonition applies to the teacher in relations 
with his pupils. 

How Wo Con Holp People 
Acquire Identifications 

Complex influences enter into the develop¬ 
ment of identifications and no one can control 
their development in any one person. Those 
who are in positions of leadership often seek 
to develop positive identifications with an 
organization such as a political party, with a 
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company, or a person. They use the following 
kinds of procedures: 

1. They provide goals for the individual 
that are worthwhile to him. Politicians talk 
about lower taxes, more jobs, and world 
peace. Astute managements talk about job 
security and advancement for the employee. 
They know that when management talks 
about the things that interest management— 
higher profits, lower costs, and better competi¬ 
tive position—the employee is not impressed. 
Such goals are not especially worthwhile to 
him as an employee. To make the goals 
worthwhile to an employee, they should be 
stated in terms such as the greater number 
of people, usually customers, who are bene¬ 
fited by the bigger production and lower costs. 

2. The people emphasized as likely to 
benefit are the kind whom the individual likes 
or respects, usually people who are similar to 
himself. The politician may describe himself 
as "one of the people.'’ The executive depicts 
himself as a worker. This principle is com¬ 
monly seen in advertising. Housewives who 
view television commercials identify readily 
with other housewives of refinement but not 
with society matrons, crude comic characters, 
or sexy models. Children lose interest in pro¬ 
grams when there is an emphasis on adults. 
Instead, they like to hear children’s voices 
and to see children of their own age partici¬ 
pating in children’s activities. 

3. Identification is developed through 
shared experiences. Its strongest forms are 
often found among men who have endured 
mutual suffering as in the case of soldiers who 
have been together in combat or in rigorous 
training as exemplified in our Marine Corps. 
Their shared hardships cause them to identify 
lastingly with members of their group. In like 
manner, children who are reared in families 
where all members of the family share to the 
point of personal sacrifice for the family life 
often have deeper family loyalty than children 
of families where the parents do all the sacri¬ 
ficing. In business, the executive who inspires 
employees to sacrifice their own comfort in 
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order to make a contribution to the business 
develops far stronger identification of the em¬ 
ployees with the company than the executive 
who thinks mainly in terms of what he or the 
company can do for the employees. The 
identifications of most persons are intensified 
when they learn how to “give of themselves” 
to ideals, persons, and institutions outside 
themselves. 

Initiation rites that involve pain or em¬ 
barrassment have been used for centuries by 
peoples on the assumption that the suffering 
will cause the neophyte to identify more 
thoroughly with the organized group. An ex¬ 
periment was conducted by psychologists to 
learn about the effects of severity of initia¬ 
tion. They tested the hypothesis that persons 
who undergo an unpleasant initiation increase 
their liking for a group; that is, find the 
group more attractive than do persons who 
become members without going through a 
severe initiation. Three conditions were em¬ 
ployed: reading embarrassing material before 
a group, reading mildly embarrassing ma¬ 
terial, and no reading. The results clearly 
verified the hypothesis. 6 

Managements have learned that they need 
not insist on having employees suffer for the 
benefit of the company but they must give the 
employee ego involvement toward the prod¬ 
ucts and operations of the company. One 
method is to challenge the employee to make 
or help make products that are better than 
those made by competitors. Most workers 
want to be good craftsmen and to prove their 
competence in competition. We fail them 
when we do not supervise them in that spirit. 
This means that managements have to learn 
how to give the worker a feeling of colleague- 
ship in the attainment of objectives. The in¬ 
ability of managements to give the employee 
emotional as well as economic identification 
with the company has been an important fac¬ 
tor in causing employees to form associations 
of their own and through those associations, 
to compel employers to bargain with them. 

4. Symbols of status within a company 
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such as job titles and achievement awards are 
helpful. Think of all the titles, diplomas, and 
badges that people treasure. If these have a 
direct tie-in with a company, the identifica¬ 
tion is enhanced. 

5. Constant communication is essential. 
Executives, particularly those in top manage¬ 
ment, are authority symbols to employees. 
Employees like to see these men, to feel that 
they are personally acquainted with them, 
and that the executives know them. One of 
the most common complaints on the part of 
employees in large companies is “no one in 
top management ever bothers to come through 
the shop just to see us.” Executives who 
appreciate the importance of a strong “com¬ 
pany spirit” usually spend a great deal of 
time in visiting and talking with employees. 

When an employee identifies with his com¬ 
pany, he learns to realize that the manage¬ 
ment is similar to the head of a family—the 
head must withhold some desired rewards and 
earnings in order to distribute the available 
income where it is needed most. The head of 
a family cannot afford to give each child 
everything he wants, nor can a management 
give each employee everything he wants, but 
frequent communication with employees is 
essential if management wishes to have em¬ 
ployees think “with management.” 

Most people are emotionally happier when 
they identify with authority figures such as 
political leaders, supervisors, teachers, and 
parents. When employees, for example, have 
no authority figure for identification where 
they work, they tend to leave or to seek such 
identifications elsewhere as among leaders of 
community organizations. 

One of the most important reasons for 
promoting men to executive positions from 
the employees within a company is that the 
subordinate employees usually find it easy to 
identify with a colleague who has worked with 
them. The executive who is brought into a 
company from the outside usually realizes 
that he must enable his new subordinates to 
gradually learn to identify with him. He must 
do this to prove that he is worthy of their 
identifications. 


The Alert Ixecutlve Recognizes Adjustment 
Tendencies and Directs Them Into Positive 
Channels 

Some executives are very sensitive to the 
feeling tones in the lives of their employees; 
others are unaware of them. The important 
action-channels of employees are not always 
those which are obvious to the observer. Such 
obvious emotions as the hysterical or angry 
expressions of the aroused worker are likely 
to be mere surface ripples. The really signi¬ 
ficant emotions are hidden beneath the sur¬ 
face—they are undercurrents in the inner 
basins of the individual personality. People 
suffer in silence for years. They brood over 
injustices. Their resentments are cumulative. 
Their reservoirs of emotional energy are 
recognized only by the executive who is alert 
to human emotions and their meanings. Once 
these reservoirs are revealed to the capable 
analyst, he may be able to direct the energies 
of the employee into channels of activity that 
lead to a more satisfactory and constructive 
life. 

The executive who is alert to the barriers 
and adjustments in the lives of his employees 
is also likely to be alert to their strong quali¬ 
ties. If he notices that an office employee is 
especially skillful in persuading others but 
also has some show-off tendencies, the execu¬ 
tive can direct the employee into salesmanship 
and train him properly for the work. 

Another employee may not have the knack 
of persuading people but likes to entertain 
them by clowning, being the “life of the 
party,” and by telling stories. Such an em¬ 
ployee is likely to be invited to many social 
affairs where he amuses others but fails to 
achieve anything valuable for the employer 
or for himself. Accordingly, the employer may 
counsel him regarding training for public 
relations work that will build goodwill in the 
community for the company. The entertain¬ 
ing ability can be focused for a purpose which 
benefits both employer and employees. 

The employee who is legally minded may 
be given the responsibility of keeping in touch 
with governmental rulings that affect the 
business. 
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The employee who is fussy, meticulous, and 
overly careful can usually be placed in work 
which requires those habits, such as handling 
cash or performing an operation requiring 
manual skill. 

Most employees are somewhat adaptable. 
Their adjustment tendencies, whatever they 
are, can often be directed for the advantage 


of both employer and employee. But to do so 
means that the executive must be alert to the 
potentialities within the individual, his deep- 
seated emotional tendencies, his adjustment 
history. Furthermore, the executive should 
have the manner of a leader who can, through 
a definite vocational program, inspire men by 
showing them visions of their better selves. 
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I. How would you classify the adjustments evi¬ 
dent in the main characters described in the 
following paragraphs: 

a. Samuel is an office employee of a lumber 
company. He is intensely loyal to his em¬ 
ployer, Mr. Brown. The town where they 
live is small, and Samuel and Mr. Brown 
have mutual acquaintances. Whenever 
Samuel can possibly do so, he praises his 
employer. Samuel's expressions of loyalty 
have become so extreme that Mr. Brown is 
often embarrassed. 

b. Marylee says that she won’t marry until 
she finds a man as nice as her daddy. 

c. Robert Bums resented the repressions of 
the Scotch and wrote literature to express 
his own revolt. 

d. An injury resulting from a hemorrhage at 
birth left Earl Carlson with a permanent 
scar on his brain, an area the nerve currents 
could not bridge. Hence, if Earl wished to 
eat his soup, his brain would dispatch the 
message but the message would never ar¬ 
rive. Only a convulsive flood of energy with 
a series of haphazard muscular movements 
would result. The soup would never reach 
his mouth. 


When Earl became an adult, he managed 
to go through college and became a physi¬ 
cian. Later he became Director of the De¬ 
partment of Corrective Motor Education 
for the Birth-Injured and Allied Problems, 
the Neurological Institute, Columbia-Pres- 
byterian Medical Center. New York, where 
he treated children with handicaps similar 
to his former handicap. (See Harry W. 
Hepner, Finding Yourself in Your Work. 
New York: Appleton-Century-Crofts, Inc., 
1939. Chapter III.) 

2. Consider the extent of a person’s identification 
with an institution or company in spite of 
frequently voiced criticisms of it. Can a stu¬ 
dent, for example, identify with his college 
even though he often criticizes it? Does a 
mother identify with a son even though she 
frequently criticizes him? 

3. How do status symbols in authoritarian gov¬ 
ernments differ from those found in demo¬ 
cratic forms of government? 

4. What differences in identifications have you 
noticed in college groups such as athletic 
teams, student political organizations, classes 
and among members of non-teaching groups? 
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CHAPTER FOUR 

ADJUSTMENT 
BY SUBSTITUTE ACTIVITIES 

THAT ARE USUALLY 
OF NEGATIVE VALUE 


"Do you enjoy novel reading, Miss Prim?” 
"Oh, very much. One can associate with people in fiction 
that one wouldn’t dare to speak to in real life.” — Speed. 

When happiness is difficult to attain and the individual 
lacks intelligent perspective of his barriers and adjustments, he is apt 
to seek happiness through fictions, psychological returns 
to childhood, blaming others for his situation; 
or to make some other form of evasive adjustment. These habits 
of evasion tend to weaken the individual for dealing with future problems. 
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simple example of adjustment by evasion 
is the cashier who steals money from the cash 
register. Fundamentally, stealing is wrong; 
not because of the laws against it, but because 
it weakens the personality for dealing with 
future situations. This is a major criterion of 
the positive or negative values of an act of 
adjustment: Does it strengthen or weaken the 
individual for dealing with future problems? 

Certain kinds of evasive adjustments are 
very common and so have been given names, 
such as regression, projection, and invalidism. 
Giving a type of adjustment a name has little 
value except as a convenience for discussion. 
However, the individual who knows the names 
of typical forms of evasion is likely to be 
more alert in recognizing and dealing with 
them. 

Evasive and retreat forms of behavior have 
meaning; they indicate purpose and the use 
of poor habits in accomplishing the purpose. 


A discussion of typical evasive habits should 
increase our ability to appreciate what the 
maladjusted individual is trying to accom¬ 
plish by means of his evasive behavior. Per¬ 
haps we can suggest or otherwise encourage 
the substitution of good habits for poor ones. 
The following discussion of evasions should 
also help us increase our psychological alert¬ 
ness in recognizing typical evasions on our 
part and possibly suggest methods of improv¬ 
ing our own mental habits. 


Defanta Mechanisms 

The individual who has failed to develop 
adjustment habits that enable him to feel at 
home in his social situations may resort to 
excessively aggressive conduct and make him¬ 
self a nuisance to others. More typically, how¬ 
ever, he acquires habits of inferiority. He 
reacts with pronounced fear responses to most 




Adjustment by substitute activity of negative volue may eventually lead to adjustment of positive 
volue. The youth who has problems to which he Erst odjusls by escape into the "arty" or Bohemian 
aspects ol the ortisl's life may thereby also End himself ond eventually devote himself to art in its most 
meaningful ond enduring forms. Similarly, the boy who escapes into the study of nature may thereby 
become interested in the best ospecls of science. The adjustments of evosion do not olways remain on 
the negative volue level; many persons rise to positive levels from the negative value levels. 
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social situations. His mannerisms of inferi¬ 
ority enable him to avoid much competition 
and criticism. His habits of personality in 
social situations are poor because he chose 
poor adjustive techniques when confronted by 
barriers such as severe punishment by parents, 
criticisms by teachers, and the competitive¬ 
ness of his playmates. 

The pattern of convictions, attitudes, and 
overt behavior of social inferiority is indicated 
by the symptoms: a tendency to derogate 
others, preoccupation, to rationalize inade¬ 
quacies, seclusiveness, and over-susceptibility 
to flattery . 1 

The most common description of the defen¬ 
sive person is “He has a chip on his shoulder.” 
This pattern is self-protective. The person 
who has difficulty in admitting to others or 
himself some inadequacies in his personality 
may try to guard it from scrutiny by others. 
He develops some modes of behavior that 
shield or appear to shield him. These protec¬ 
tive forms of behavior are called defensive 
mechanisms. He uses them to protect himself 
from his own anxieties and his associates 
soon learn to avoid any mention of those 
inadequacies for which he adjusts by defen¬ 
sive behavior. They know that any mention 
of his defect, real or imagined, is likely to 
result in exaggerated behavior or withdrawal 
from the social situation. 

Painful and unpleasant topics of impor¬ 
tance to us are likely to bring out defense 
mechanisms, as exemplified in a person’s 
anger over a situation in which he has played 
an unintelligent part. 

“Never talk to Oliver Gaskel about his son!” 
one of the new executives of the pottery plant 
was warned. “If you want to get along with the 
old man, don’t mention Junior unless he brings it 
up first.” 

Why should Gaskell, Sr., become angry 
when someone discusses the son? Does he, 
perhaps, realize that he is responsible for 
wrecking his son’s life, when he forced him 
away from medicine as a career in order to 
have his son enter and carry on the pottery 
business? Or does he secretly think of his son 
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as a weakling, a failure? In either case, is he 
now trying to close his mind to a painful 
idea? When someone mentions his son, he 
uses anger as a defense. 

The one situation in work life where defen¬ 
siveness is often evident is in the ways cer¬ 
tain employees react to criticism of their 
work. When the supervisor points out an 
error, the non-defensive person accepts it 
objectively. In contrast, the defensive em¬ 
ployee tightens up and refuses to admit the 
error, however small. He may even refuse to 
admit the error when it is clearly evident that 
he made it, and offers far-fetched explanations 
instead. 

The defensive person asserts his innocence 
even when not accused as exemplified by one 
executive who said of his secretary: “She is 
so defensive that if you told her it was rain¬ 
ing outside, she’d say it wasn’t her fault.” 

A common example of defensiveness in 
social situations is the very dignified gentle¬ 
man who seems to wear an armor plating of 
dignity as a protection against criticism and 
social inadequacy. As one humorist said: 
“Don’t mistake dignity. Lots of times it 
enables a man who says nothin’, does nothin’, 
and knows nothin’ to command a lot of 
respect!” 

Everyone is certain to meet this type of 
dignity. It is protective. The individual avoids 
risks of social failure by means of a manner 
which causes others to treat him with the kind 
of respect his manner demands. In business, 
his associates sense his sensitiveness. They, 
defer to him when in his presence but they 
avoid his presence whenever possible. He is 
a lonely person and can be “reached” only 
when he is in circumstances w'here he feels 
secure from criticism. In previous generations, 
many of these dignified gentlemen held execu¬ 
tive jobs. Today, if circumstances place them 
in executive positions, they are likely to be 
poor leaders. Modern business requires the 
ability to give and take criticism without ex¬ 
cessive defensiveness. 

The cliche, like dignity, is a device for 
avoiding anxiety, withholding information, 
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and concealing ignorance. The cliche often 
enables the individual to reduce the turmoil 
in his life to a series of simple formulae. 2 

Anxiety 

Anxiety is an emotional response to a 
situation such as a conflict or a problem that 
seems to have no acceptable solution. It 
evokes a sense of helplessness. All of us ex¬ 
perience it at various times, and in different 
degrees of severity. It is, in fact, the most 
common form of personality disturbance. We 
have all experienced anxiety in some form: 
a sense of anticipatory dread, unfocused and 
not quite localizable; the cold, sweaty palms; 
the palpitation; the urgent and ill-timed call 
of nature; or the tense headache. 

Anxiety is a fear response to anticipated 
situations that threaten self-esteem. Neurotic 
anxiety is an over-response to such threats. 
It often occurs in adults who, as a result of 
not being accepted and intrinsically valued 
as children, do not enjoy a full sense of 
adequacy independent of their performance 
and success in fields outside the immediate 
threat. J This helps us understand why our 
compliments to the anxiety-ridden adult 
usually have little or no effect on his anxiety 
when he finds himself in another situation 
that threatens his self-esteem. It also suggests 
that when we deal with an overly anxious 
response to a simple situation, we should ex¬ 
amine the individual’s early background. 

Anxiety crops up frequently among people 
attempting to make an adequate adjustment 
to the real world. It can be defined as an indi¬ 
vidual’s fear-laden over-reaction to an adjust¬ 
ment situation. The threatening implications 
of the situation are felt because the individual 
already senses that he cannot cope with the 
situation. It becomes a threat to his self¬ 
esteem. Because anxiety is so prevalent, it 
is important to gain insight into the charac¬ 
teristic techniques of adjustment that anxious 
individuals adopt. 

In an attempt to determine what these are, 
SO high- and 50 low-anxiety students in an 


undergraduate course in education were given 
two tests: In one they were blindfolded and 
asked to trace a stylus through a maze. The 
other test was mirror tracing. Some from each 
group were given prior orientation to the 
tests. Others were not. 

In those cases where there was no prior 
training given, the low-anxiety group was 
significantly superior to the high-anxiety 
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student who wonders whether he should ever have 
any anxiety in regord to hit work should study the above 
thorl. 

An anxious individual con loom to do o job. such as Hoc- 
mg o stylus more, more eosily than o person who exhibits 
little onxiety according to one series of experiments. 
Matoroxro grouped subjects into seven divisions based on 
the subject's level of onxiety according to the Taylor 
Monilest Anxiety Test. Those who were in Group 7 were 
the most anxious: those in Group I. least onxious. The 
subjects who were midway—in Group 3—learned most 
eticiently. It took them only 19.33 minutes os compared 
with Group I who look olmost 50 minutes. Those who 
were m Groups 6 ond 7 look a long time to learn to per¬ 
form the losk eBiciently. Still, they learned in a much 
shorter lime thon those who recorded very little onxiety. 
—From Motorarro. Joseph. George Uletl and George 
Soslow. " Human More Performance os a Function of In¬ 
creasing Levels of Anxiety." Journal of General Psychology, 
1955. pp. 79-8 5. 
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group on the first trial of the maze. This 
superiority was not maintained over ten trials, 
however. The highly anxious subjects greatly 
benefited by successful repetitions of the 
maze. Because they had less intrinsic self¬ 
esteem they also clung to their initial goals 
more than did the low group after experiences 
of failure. Their need for high achievement 
made them less flexible in lowering their level 
of aspiration. They also performed better 
when they had received prior orientation to 
the test. 

There was no difference between the two 
groups in mirror tracing ability. 

The results may mean that the reason the 
high-anxiety group reacted as they did was 
because they could not improvise readily in 
a novel learning situation. Tracing a stylus, 
while blindfolded, through a maze is unlike 
most other experiences an individual has. The 
highly anxious individuals tended to cling to 
stereotyped responses which had been useful 
in other learning situations. Only when it was 
apparent that these would not work were they 
discarded. Both practice and advance prepa¬ 
ration produced better results, for they re¬ 
duced novelty and unfamiliarity. Thus, the 
threat of failure and the danger of lowered 
self-esteem were mitigated. Anxiety was re¬ 
duced, and performance improved when the 
elements of improvisation and newness were 
removed from the situation. 4 (See chart on 
opposite page for results of another experi¬ 
ment on relation of anxiety to maze learning.) 

For some individuals, anxiety can be a use¬ 
ful and a facilitating force which helps them 
overcome difficult situations. For others, 
anxiety only impairs their ability to perform. 
We call these types of anxiety facilitating and 
debilitative, respectively. 

The student who finds that he works best 
under pressure, who does better on his exami¬ 
nations than on his regular daily work, and 
enjoys the challenge of an examination is the 
one who profits from his anxiety. On the other 
hand, the student who always does poorly on 
exams, who never overcomes his feelings of 
nervousness during any kind of test situation, 


and dreads examinations is hindered by 
anxiety. s 

Students who feel anxious or worried some¬ 
times think that their feelings will affect intel¬ 
ligence test scores adversely. According to one 
study this does not appear to be true. Anxiety, 
in this test situation, did not affect intel¬ 
ligence levels. College sophomores, 101 in 
number, were tested using three criteria of 
intelligence. The subjects took intelligence 
tests while they were experiencing different 
levels of anxiety (as measured by the Taylor 
Scale of Manifest Anxiety). No relationship 
was found between the student’s grade point 
average and his score on non-timed intelli¬ 
gence tests. Although anxiety levels affected 
scores on a timed intelligence test only slight¬ 
ly, the difference was large enough to be sta¬ 
tistically significant. This may mean that 
efficiency, but not intelligence, is reduced 
when a certain level of anxiety is reached. 6 

Anxiety, though usually unpleasant, has 
considerable motivating value. A student, for 
example, thinks of low grades as incompatible 
with his self-esteem and becomes anxious 
about his grades. The resultant drive causes 
him to study. A positive adjustment has been 
made and tension is reduced. 

Anxiety is also a frequent motivating factor 
in negative value adjustments. We see ex¬ 
amples every day in the various forms of 
trial-and-error types of adjustive behavior. 
These may seem irrational to the observer, 
as in the example of the woman who feels 
anxious because of her imagined social in¬ 
feriority and then treats sarcastically those 
whom she admires. Much of the so-called 
senseless behavior that we see, particularly 
the kind that obviously results in disadvan¬ 
tage for the individual, does have tension- 
reducing benefits. 

Anxieties which are deep seated aspects of 
an individual employee’s life style cannot, of 
course, be eliminated by counseling or super¬ 
visory skills on the part of the executive. 
Fears concerning situations outside the em¬ 
ployee and anxieties within can, in some 
cases, be reduced by the executive. He can 



64 


NEGATIVE SUBSTITUTE ACTIVITIES 


assure the employee of management’s con¬ 
fidence in and respect for him, provide facts 
about the company’s favorable business pros¬ 
pects, keep the employee busy at important 
tasks, and invite him to discuss his situation 
with other members of the organization. 

Anxiety is one of the basic elements in 
some varieties of humor. The main themes 
in humor are sex and aggression because they 
are primary sources of most human conflicts 
and tensions. Anxiety often arises from inner 
conflicts over the inhibition of strong drives 
or impulses. Hence, a story or situation seems 
funny when it arouses anxiety and at the 
same time relieves it. 

This interpretation of humor is Freud’s. He 
found that humor gives pleasure by permit¬ 
ting the momentary gratification of some 
hidden and forbidden wish and at the same 
time reducing the anxiety that normally in¬ 
hibits the fulfillment of the wish. A con¬ 
temporary explanation of these views follows. 

By making light of the forbidden impulse, 
treating it as trivial or universal, a joke or car¬ 
toon releases inner tension. The sudden release 
of tension comes as a pleasant surprise, while the 
unconscious source of the individual’s tension is 
so disguised in the joke that it is usually not 
disturbing.... 

From this theory we can derive a hypothesis 
that there arc three types of reaction to a joke 
or humorous happening. If it evokes no anxiety 
at all in an individual, either because he has no 
conflict over the subject or because his conflict 
is too deeply repressed, he will be indifferent to 
the joke. If the situation calls forth anxiety and 
immediately dispels it. the individual will find it 
funny. But if it arouses anxiety without dissipat¬ 
ing it. he will react to the ostensibly humorous 
situation with disgust, shame, embarrassment or 
horror.... 

Psychotic patients tend to be either indiffer¬ 
ent to cartoons or disturbed by them; when they 
do find one funny, they are likely to laugh up¬ 
roariously at some totally irrelevant interpreta¬ 
tion of their own. For example, a female schizo¬ 
phrenic was greatly amused by a cartoon of a fat 
man standing on a weighing machine with his 
back to the dial (his belly protruded too far to 
allow him to stand facing it). When asked why 
she found it funny, she explained: “The man is 
pregnant...." 


Mental patients and many relatively normal 
people resist laughter because it means a loss of 
self-control, which they fear... .The unfortunate 
individuals who cannot laugh (have "no sense of 
humor") are restrained, we believe, by a strong 
and vigilant guard against the release of unac¬ 
ceptable thoughts or wishes. 

Play, according to psychoanalytic theory, is 
a way of mastering anxiety which most people 
develop very early in childhood. After a partic¬ 
ularly frightening experience at the dentist’s, a 
child is apt to go home and play dentist with a 
doll The violent fantasies of the comics provide 
a release of aggressive impulses which the child 
can enjoy with impunity_ 

It is no accident that comedians are often 
basically sad, depressed persons. For them, hu¬ 
mor serves as a defense against anxieties arising 
from their relations with people. The wish to 
make people laugh becomes a pervasive and con¬ 
suming drive; they must have laughter and ap¬ 
plause as an expression of love. Alone or when 
not performing, they are apt to be withdrawn, 
melancholy, preoccupied_ 

It is no easy matter to predict what cartoons 
will seem funny to a given person. But psychia¬ 
trists have found that they can predict pretty 
reliably which cartoons will disturb their patients. 
Undisguised sex, gruesome aggression, extreme 
prankishness and irreverence toward accepted 
authority arc most often disturbing. However, 
persons whose sexual problems arc close to the 
surface of awareness are apt to laugh boisterously 
—too readily and too loudly—at jokes about 
sex.... 

Humor serves as a tension-releaser for most 
people. The more sorely troubled, who cannot 
relax in this way, may seek release in alchohol 
or pathological flights from reality. The capacity 
to laugh is a measure of one’s adjustment to his 
environment. It follows that inability to appreci¬ 
ate humor, or deviant responses to it, can be 
regarded as a sensitive indicator of maladjust¬ 
ment and inner disturbance. 7 

These views are now applied in a psy¬ 
chological test which has proved to be a use¬ 
ful instrument for clinicians in bringing out 
emotional problems. Responses of the subject 
are studied in relation to what is known 
about his background and personality. 

Those who score high on certain anxiety 
scales are somewhat more likely to be de¬ 
scribed by their peers as less frank, less good- 
natured, less conscientious, and less generous 
than those who score low. 8 Obviously, anxiety, 
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motivation, and defensiveness often function 
in a very complex interacting relationship. 

Regression 

We occasionally meet the man who acts 
and dresses in the manner of several decades 
ago. We have also known the type of adult 
who talks of the “good old days when boys 
were gentlemanly and girls were virtuous.” 
Such expressions may mean that he is simply 
giving evidence of having partly outlived his 
age. The problems of his present are too great 
for him to solve satisfactorily and he re¬ 
gresses mentally to a former happier state 
when life was more satisfying. 

The employee who once had a good job 
but lost it may make an adjustment by living 
in that former happy state, or he may react 
to his present situation in an aggressive man¬ 
ner and look toward the future rather than 
the past. Psychologically, old age sets in just 
as soon as the past appears to be more 
pleasant than the present and the future. 
There is but one stage in the life of man 
when all his wants are satisfied just as soon 
as they occur, and that is when he is an 
embryo. As soon as he is born he begins to 
have wants which are not always satisfied 
when they occur. He must adjust himself to 
his world until death overtakes him and ends 
the process of adjustment. 

• The unmarried woman may regress to the 
days when she had a lover but lost him, or 
>he may face the future with a zest for new 
oves and new adventures. Barriers such as a 
>roken engagement, failure in studies, bank- 
uptcy in business, or discharge from a good 
ob should cause no tears, but should motivate 
me individual for a stronger attack upon new 
ventures. Failure to do this is illustrated when 
an older employee has failed in a hard job or 
a business for himself, and the remark is 
made: “The experience took the heart right 
out of him.” In some forms of insanity, re¬ 
gression takes place to an extent that is 
almost unbelievable. The patient goes back to 
childhood in talk and conduct. 


Regression, of the kind which is a form of 
relaxation that leads to possible later attack 
on one’s problems, is found in childish hob¬ 
bies and games. Toy trains are an example. 

Children as well as adults regress. An older 
child, for example, who must adjust to the 
arrival of a new infant in the home may 
regress by losing previously well-established 
toilet habits or by crying a great deal. Parents 
who do not recognize the meaning of the 
regressions are apt to scold or punish the 
child. Instead, the understanding parents will 
show the child that he is wanted and loved. 

( Adults who regress are unhappy because 
they are no longer children. The world has 
moved on but they are left behind. In trying 
to adjust themselves to modern problems they 
take refuge, through their imaginations, in 
the mental life experienced when they were 
happy, carefree children. They find it satis¬ 
fying to regress at times: 

Backward, turn backward, 0 Time, in your 
flight! 

Make me a child again, just for to-night! 

The girl who longs for the ignorance and 
the innocence of pre-adolescence finds adjust¬ 
ment difficult. It would be better for her to 
prepare for motherhood or, if unmarried, to 
sublimate her sex energies into socially accept- 
ble channels. Also, the middle-aged married 
woman who has not developed a deep-seated 
interest in her own family or in a career is 
apt to take an excessive interest in young 
men, especially if she was attractive when 
young. The poor adjustment to her increasing 
age and declining beauty causes her to regress 
to her youth when boys admired her. Many 
middle-aged women grow bitter when they 
can neither achieve an acceptable relationship 
with young men nor develop another interest 
that is intrinsically sound. Well-adjusted 
women grow old gracefully. 

Regression to childish mannerisms, infan¬ 
tilism, is exceedingly common. The average 
grown-up frequently shows his infantilism by 
his temper tantrums, pouting, dawdling, weep¬ 
ing, clowning to attract attention, making 
imaces, or noisy nasal and throat habits. 
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These childish mannerisms are so common 
and meaningful lhat we can often recognize 
what a maladjusted person is trying to do if 
we say to ourselves: “What would the per¬ 
son’s behavior signify if it were performed by 
a four-year-old child?” 

The college student who suffers from 
“homesickness” demonstrates that he has a 
barrier in the form of being too closely at¬ 
tached to the members of his family and that 
he must turn to them to shield him and make 
his decisions for him. In the new college 
environment, he finds barriers in the form of 
strangers among faculty and student body 
who pay little attention to him, and so he 
develops fears and anxieties which result in 
physiological imbalances that lead to such 
physical symptoms as headaches, indigestion, 
or loss of appetite. His physical symptoms 
now “prove” to himself and to others that he 
should return home at once! 

Regression is a serious p roblem to the new 
executive who has been hired to put a money¬ 
losing company back into the profit-making 
column. Many of the old employees have fixed 
habits which once were sound but are now in¬ 
efficient in comparison with modern methods. 
The old employees may be pursuing methods 
the very opposite of those pursued by the 
man who is in tune with the new American 
tempo. What should be the attitude of the 
new executive toward an organization that is 
antiquated in methods and attitude? Should 


he "clean house” and “fire” most of the old 
employees and executives, replacing them 
with new blood? Or should he try to revitalize 
the old members? We must remember that 
adjustment habits cannot be erased and new 
ones formed at a moment’s notice. The be¬ 
havior patterns that are in the nervous sys¬ 
tems of the old employees were put there by 
many thousands of repetitions, and new ones 
are difficult to produce. Shock is the only 
quick method, but this also does much harm. 
To rebuild an old organization may require 
so much time and effort on the part of the 
key executives that the end does not justify 
the means. However, this does not imply that 
all the old timber of the structure is bad. Cer¬ 
tain employees bearing the scars of battle may 
have become better because of having with¬ 
stood the onslaughts of competition. The ideal 
policy would be to save the good men and to 
retrain those who do not fit into the new 
situation but this may not always be feasible. 

Rigidity 

Rigidity can be defined as a pervasive per¬ 
sonality trait that restricts the range of be¬ 
havior. It is protective. The rigid individual 
avoids many problems, particularly conflicts, 
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by ignoring them—he lives in a world of 
"blacks” and “whites,” no “greys.” He holds 
strictly to some personal philosophy, set of 
ethical principles, or dogma. His behavior is 
usually quite predictable but he is likely to be 
limited in leadership ability, socially intro¬ 
verted, lacking in social presence, anxious, 
and unoriginal. 9 

One research study of rigidity was made by 
comparing the 10 most rigid and the 10 most 
flexible individuals from a pool of 500 persons 
whose rigidity had been measured by a test 
for the trait. The study indicated that the 
flexible individuals married older, had had 
more education, had higher income, attained 
higher occupational levels, and rated them¬ 
selves as happier, more successful, and more 
socially responsible than the rigid subjects. 
The young flexible group changed residence 
more often than the young rigid group. 10 

The employment interviewer who wants to 
hire applicants for jobs that require adapta¬ 
bility as in selling does not usually test the 
candidates for their degree of rigidity but he 
often estimates it from the interview behavior. 
For some jobs, he typically prefers the rigid 
personality as in accounting, engineering, and 
laboratory research. 

The supervisor of rigid employees usually 
notes their behavioral patterns and gives them 
the kinds of assignments they prefer. He lets 
them alone but he himself usually seeks the 
camaraderie of the flexibles and helps them to 
develop themselves for greater responsibility. 

Rigidity has several well-known manifesta¬ 
tions as in fixed ideas and negativism. 

Fixed Ideas 

Every businessman has met the employee 
who was reprimanded for some slight infrac¬ 
tion of the rules and who brooded over the 
reprimand for months—his feelings being 
wholly out of proportion to the seriousness of 
the affair; or the employee who had to be 
discharged and who returned again and again 
for a reconsideration of his case; or the old 
employee who demanded a pension even 


though the company has not given pensions 
to other employees and has never consciously 
given the impression that pensions were 
granted; or the executive who wants a deci¬ 
sion in his favor, and, if it is not rendered 
wholly in his favor, reopens the case at each 
conference and insists upon discussing it, to 
the disgust of his fellows; or the person who 
loses a lawsuit and then carries the case to 
higher courts until the lawyers decide to 
neglect it or to postpone it indefinitely. 

Why do these individuals persist in their 
fixed ideas? One reason may be that the ego 
of the complainant has been assailed. The 
concession demanded in his favor is desired, 
not for its intrinsic worth, but, as he calls it, 
“the principle of the thing.” He wants the 
decision in his favor because he needs it to 
make himself appear worthwhile in his own 
estimation. The complaint often indicates that 
the individual is adjusting to a barrier of a 
failure type and he resents that his desired 
success cannot be achieved through normal 
channels. The really big man is willing to 
make concessions to others and does not feel 
that he has compromised his own integrity or 
worth. It is the little fellow who cannot accept 
anything less than complete surrender from 
others. The person who has some great 
achievement to his credit is not likely to feel 
the need of small concessions. It is well, 
therefore, to try to make the complainant feel 
satisfied by showing him that you admire him 
for certain other qualities and that he really 
does not need what he desires—you like him 
as he is. 

Most of the persons who develop these 
fixed ideas lead so routine or narrow a life 
that they lack practice in making the daily 
little adjustments which we learn to make 
when we associate with many people. The 
employee who operates a semi-automatic ma¬ 
chine for five days of the week and then goes 
home to a lonely room where he sleeps until 
the next day is a fit victim for fixed ideas. 

Sometimes managers wonder whether they 
are supplying too many side activities and 
forms of recreation for their employees. The 
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danger from these extra activities lies in the 
fact that they are often patronized by one 
group or clique, and the backward employees 
who need more contacts do not take an active 
part. To prevent this, it is well to see to it 
that each employee does take an active part 
in the company’s recreational activities or in 
some other activities not sponsored by the 
employer. Employees should appoint commit¬ 
tees to look after the retiring fellows who have 
no stimulating forms of recreation. Each and 
every employee should be encouraged to at¬ 
tend some company recreational affairs. 

Executives themselves may lead too narrow 
lives. Of all the men whom the writer has 
ever met, the one most fixed in his ideas is 
an executive who lives only for his business, . 
which he inherited. His two-year-old baby 
and his wife are merely incidental parts of 
the home, like the furniture. His mental and 
emotional life is too circumscribed, and, when 
he attends a conference where he can talk, 
his associates become angry and disgusted 
with his harping upon nonessentials that were 
considered settled long ago. To be normally 
adjusted, everyone needs many varied intel¬ 
lectual, emotional, and physical exercises. 

Negativism 

One of the greatest problems of the execu¬ 
tive is that of securing the cooperation of his 
associates and subordinates. Whenever any 
program of action is suggested that involves 
some absent member of the organization, the 
question arises as to how to handle the absent 
but important individual. The point is raised 
as to how to sell the idea to him. Some mem¬ 
ber of the group may suggest: “Let’s ask him 
to do the opposite of what we want, and then 
hell want to do it.” A few employees always 
seem to carry a negative attitude toward any 
ideas that are proposed to them. How did 
they acquire such reaction patterns? 

Negativism is a defense. In many cases the 
habit pattern was established by the persons 
who reared the individual as a child. If we 
observe a mother rearing her child, we may 


find that she is constantly setting up barriers 
to the child by telling him what to do and 
what not to do. The commands flow in rapid 
succession: “Wash your face,” “Say ‘Thank 
you,’ ” “Give the toy to little brother,” “Come 
here,” “Stop that,” and so on. Most of these 
demands from the adult come at times when 
the child is busily engaged in some absorbing 
activity, such as building a castle, flying an 
airship, or slaying a giant. Small wonder that 
he feels that adults are tyrants who spoil his 
fun and can be dealt with only by opposing 
them through breaking valuable articles or by 
other forms of naughtiness. Sometimes the 
repressions of childhood lead to later expres¬ 
sions of opposition to authority as in klepto¬ 
mania or exhibitionism. These are simply 
adult varieties of “naughtiness” which the 
individual cannot explain. 

Children who have the barrier of too much 
discipline from parents may withdraw into 
themselves and daydream rather than play 
active games, or they may voice their resist¬ 
ance in their dreams at night when they talk 
to themselves and say: “I don't have to,” or 
“I won’t do it.” Boys who are reared by a 
mother and several older sisters who supervise 
every act of the child often acquire a negative 
attitude toward all women, and, if they 
marry, their wives are apt to say: “My 
husband loves me and I love him, but he does 
just the opposite of anything I tell him to 
do.” Small wonder that he is negatively set 
toward any woman’s requests, when women 
have “lorded" it over him for years! 

Adjustment by negativism may be ex¬ 
pressed passively, as in doing nothing when 
something is expected, or it may be active 
negativism—doing the opposite of what is 
expected. In some forms of insanity the in¬ 
dividual may be so negative as to refuse to 
obey the normal promptings of the bodily 
processes, such as swallowing the saliva. 

In industry, negativism may find an outlet 
when employees perform duties to the point 
ordered but no farther. The executive who 
finds that his employees are quarrelsome or 
do what is asked of them but no more may 
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take stock of himself to learn whether he has 
hired a group of employees who were negative 
when hired or whether he has made them 
negative in attitude by the tone of his voice 
and the manner in which he gives orders. The 
dictatorial type of executive may get results 
by cowing his employees or by brilliant 
tactical strategy, but he seldom gets that 
teamwork which gives joy to the executive 
who knows that “the boys are with him to 
the utmost.” The great leader of men has 
learned that it is best to explain the reasons 
for his requests in a straightforward but 
friendly tone and manner which convinces the 
employees that he believes in and likes them. 

Fantasy or Daydreaming 

The imaginary representation of satisfac¬ 
tions which the individual would like to attain 
but does not attain in everyday life is called 
fantasy or daydreaming. It is so easy an 
adjustment to make when a barrier arises 
that everyone daydreams to some extent. 

In the conquering hero mechanism, the 
individual does not successfully face his situa¬ 
tions in direct attacks, but pictures himself 
doing the deeds or possessing the things he 
desires. The boy who is thwarted in his at¬ 
tempts to do as he pleases at home can soar 
away in his imagination to wonderful lands 
of cannibals and kings, where he can conquer 
armies and achieve honor. As he becomes 
older, he daydreams of financial success, with 
several large automobiles, a magnificent 
estate, a yacht, plenty of money, and then, to 
cap the climax, he will become a member of 
the board of education and fire all the 
teachers whom he does not like! On other 
days he may picture himself as a great prize 
fighter, a football player, a bandit, or a 
preacher. The girl daydreams of the social 
approval of others about her, where she is a 
great singer, a social worker, a missionary, or 
a Joan of Arc. Daydream frequency declines 
with age from the late teens to the fifth 
decade. 11 Those who score high on a day¬ 
dream inventory differ from those who score 


low along a dimension which might be termed 
self-awareness, the acceptance of inner ex¬ 
perience. 17 

A certain amount of daydreaming is nor¬ 
mal and natural for all persons; but when it 
becomes a substitute for reality, it eliminates 
the necessity of actual achievement and 
causes the individual to live in a world of 
fantasy. In hospitals for the mentally ill, we 
find patients who are satisfied to live within 
their imaginations. Some of them imagine 
they are great men and women, such as 
Napoleon or Queen Victoria. As Kipling said, 
if one can dream and not make dreams his 
master, he is a successful man. 

G. H. Green 13 has suggested four types of 
fantasy which are varieties of the conquering 
hero daydream. In the display fantasy, the 
dreamer gains social recognition for some act 
of ability or daring. In the saving daydream, 
the dreamer pictures himself performing some 
brave deed under extreme difficulties and 
thereby gaining the affection of the person 
rescued. In the fantasy of grandeur, the indi¬ 
vidual imagines himself a great person such 
as a king or even a god. In the homage day¬ 
dream, the dreamer imagines himself perform¬ 
ing a service for someone whose love he 
desires. Many other kinds of daydreams are 
used by individuals as a means of adjusting 
themselves to problems, such as the destruc¬ 
tion daydream in which enemies may be put 
to death, injured, or destroyed in the fantasy. 

The suffering hero or martyr type of escape 
is also common, as in the small boy who, 
because he is reprimanded, decides that he 
will be a very wicked bandit, rob trains, be 
put in jail, and eventually be hanged. His 
body will be brought home, and all his par¬ 
ents, relatives, friends, and teachers will be 
sorry that they mistreated him. 

This type of behavior is also expressed on 
a milder level by the stenographer who be¬ 
comes peevish and sullen. Usually she can be 
stimulated in several different ways. Her 
supervisor may approach the issue in a direct 
frontal attack and tell her to “snap out of it” 
because she is making the day unpleasant for 
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everyone around her, or he may give her so 
much work to do and demand it so soon that 
she simply will not have time to think about 
herself. However, a very sensitive girl may be 
paralyzed by a severe scolding. It is well, 
therefore, to treat each employee as an indi¬ 
vidual rather than as one of a class. One rule 
should govern the executive: The employees 
must be stimulated to deal with situations as 
they are rather than as they would prefer 
them to be. 

Important questions for the executive are: 
"What are my employees really thinking? 
What kinds of daydreams are they having? 
Are their minds filled with pleasant imagery?” 
The employees may apparently be busy at 
their tasks, but their minds may be filled 
with unvoiced curses for the boss and wishes 
that they were a thousand miles away from 
him and his picayune job. 

Factory workers who perform repetitive 
jobs usually overcome boredom by means of 
daydreams. Mind-wandering of the fantasy 
variety is a protection against monotony. 14 
It compensates for the deficiencies of life in 
general, and many a poorly adjusted person 
has sought a repetitive job so that he might 
enjoy his fantasies without the interruptions 
of the alert thinking which would be a part 
of a more varied job. Many machine tenders 
are very happy while at work—their minds 
are roaming about in delightful worlds of 
fantasy. 

All persons like to get away from monotony 
and routine in order to enjoy vicarious adven¬ 
tures. When we go to the moving picture 
show and throw ourselves into the emotion¬ 
ality of the plot, we not only escape from our 
humdrum world but also “experience” worlds 
which we can never hope to enjoy in actuality. 
One reason why we do not care to see moving 
pictures or plays that describe life in its daily 
routine is that we want to escape our own 
realities and live in a new world rather than 
in the kind we have each day. Those of us 
who have routine jobs want to identify our¬ 
selves, for example, with the young man who 
was reared in the country but went to the 


city and there beat the captains of finance at 
their own game. We want to see beautiful 
women in the moving picture; women who 
are never troubled by boresome problems of 
taking care of crying babies and mending 
socks. We want the ideal pictured in the 
dramatizations to help us escape our prob¬ 
lems. The happy ending is the only satisfying 
one, because we experience realistic living 
every day and do not find it sufficiently 
thrilling. 

...the movie.. .notoriously furnishes an anti¬ 
social "escape’’ that takes mere murder in its 
stride and delightfully threatens maid, matron, 
and debutante with the fate that is worse than 
death. All this in a theater darkened just enough 
to enjoy the moral support of one’s beshadowed 
neighbors without actually suffering their active 
chaperonage. Motion pictures thus become, in 
a milder degree, a recognized mechanism for 
multiple defrustration, like mixed bathing and 
the country club drink-and-dance. 15 

Withdrawal or Escape 

Of course, one of the most universally-used 
methods of adjustment to unpleasant situa¬ 
tions is withdrawal or escape. The individual 
simply refuses to deal with the problem. He 
treats it as though it did not exist. Or, if that 
is not possible, he may escape from it tem¬ 
porarily by concentrating his thinking on 
some other activity such as reading “escape” 
literature. If that kind of activity is not at¬ 
tractive to him, he can resort to the use of 
tranquilizer drugs. 

The fact that so large a proportion of 
people turn to these avoidance types of ad¬ 
justment indicates that some persons need 
release from their problems even though the 
respite may be for short periods of time only. 
Then too, those who have developed the 
tendency toward using the strengthening ad¬ 
justments of the positive variety often find 
that their occasional escape from one kind of 
activity leads to an escape into a new and 
developmental interest. Certainly, not all ad¬ 
justments by escape are detrimental to mental 
health. They may help us deal with stress as 
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exemplified by a study of marital dissatisfac¬ 
tion. Some marriage partners deal with their 
dissatisfactions by fantasy rather than real 
involvement. 16 

projection 

Every individual, at times, shifts blame for 
his own incapacities upon some other person 
or institution. He does this as a defense 
against anxiety-producing drives. 

The process of ascribing to another person 
or institution the burden of our own repres¬ 
sions is commonly referred to as projection. 
The person who perceives in other people the 
traits and motives which he cannot admit in 
himself is probably using the mechanism of 
projection. 

Occasionally we hear unjustified rumors of 
immorality as a result of projection. A woman 
accuses some reputable and important mem¬ 
ber of the community of gross immoralities. 
Such stories throw undeserved suspicion upon 
the accused individual. The suspicion should 


really be directed toward the accuser, for the 
accusing woman is merely projecting to some¬ 
one else the impulses that she herself is try¬ 
ing so hard to combat. She could not bear to 
admit to herself her terrible impulses and so 
she built up pictures of others who did the 
things that shamed her self-respect. Many a 
reformer has retained the integrity of his 
selfhood by joining an organization to combat 
the same tendencies that he had to fight in 
his moral life. 

The fanatical reformer and chronic accuser 
are often unpopular among intelligent people, 
and the unpopularity is partly deserved. If 
one has a normal desire to improve the world, 
he will tend to do it in a quiet and tactful 
manner rather than by beating his chest and 
crying his aims from the housetops. The 
clinical psychologist who visits so-called lib¬ 
eral clubs is often amused by the large per¬ 
centage of members who have not grown up 
emotionally and are projecting their own 
maladjustments upon a conjured monster, 
such as the economic or political system. 


" He spends most of our voca¬ 
tions scolding his office help. 
He's getting even with a boss he 
used to have." 


From "The Neighbors." by 
George Clark. 
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Many of these club members are so malad¬ 
justed that they are unable to analyze mod¬ 
ern problems objectively. Some prate glibly 
about cooperation and sharing with others 
when they themselves are rank individualists 
who emotionally could not cooperate even 
though they might intellectually wish to do 
so. We can rest assured that when our eco¬ 
nomic or political system does evolve into a 
better stage, its evolution will have been 
brought about by balanced personalities, and 
not by the self-styled projecting liberals. 
True, occasionally we all do some projecting, 
because admission of our own deficiencies is 
painful, but we cannot solve our personal 
problems by “jumping on somebody’s neck.” 
The well-adjusted personality does not con¬ 
demn his environment; he analyzes it ob¬ 
jectively and utilizes it in new ways. 

The student who has the barrier of failure 
in an examination often projects the cause to 
the unfairness of the teacher. The man who 
slips in his marital relations tends to cover up 
his digressions by accusing others of infidelity. 
The man who fails in business does not, as a 
rule, blame himself, but imputes his losses 
to the “powerful forces of Wall Street” or 
governmental interference. The production 
foreman who falls down on his schedule may 
have sound reasons for so doing; but it is to 
be expected that he will suggest that the 
blame should be placed on some other execu¬ 
tive. Forceful executives often develop the 
habit of asking their subordinates to perform 
certain jobs and of implying, when the orders 
are given, that excuses are not going to be 
even considered. This method has decided 
benefits, because it causes the subordinate 
executives to spend their mental efforts in 
working out schemes for the accomplishment 
of the desired end rather than in seeking ex¬ 
cuses of the projectionist’s kind. The execu¬ 
tive who insists upon results and results only 
may develop the reputation of being hard- 
boiled, but his methods are sounder psycho¬ 
logically than those of the other man who 
accepts the excuses of poorly adjusted em¬ 
ployees. Any organization that is made up of 


a large number of “projectors” is also a red 
ink organization. 

The executive himself often projects his 
failures to factors other than himself. If the 
balance sheet figures are unsatisfactory, he 
can blame his employees, competitors, or 
government interferences; or he can calmly 
analyze the situation for the causes of failure 
and then busy himself on an improved plan 
of procedure for the next fiscal period. “Pass¬ 
ing the buck” satisfies the “passer” but does 
not bring objective results. 

l«pr«sslon 

An everyday example of repression arises 
when we have injured someone. We "forget” 
our shameful act toward him because we 
repress the memory. Some repressed memo¬ 
ries, however, often produce an energy much 
stronger than those trivial experiences we 
forget because they are unimportant to us. 

The energy developed by a repressed ex¬ 
perience seeks an outlet. The repressed ex¬ 
perience may appear in symbolical form in 
fantasy, dreams, or situations unconsciously 
related to the earlier shameful act. Irrational 
fears, dislikes, and strong emotions develop 
even though we are quite unaware of their 
origin. The person whom we injured becomes 
a scapegoat for our repressed memory. We 
find many apparently logical reasons for dis¬ 
liking him. We imagine that our dislike for 
him arises from his acts, not from our own. 
If, for example, we borrowed money from 
him years ago and felt ashamed because we 
never paid him back, we may eventually 
“discover” that he has become so despicable 
a character that he no longer deserves our 
friendship! The debt is forgotten and he is 
now so low a personality that we no longer 
want to associate with him. 

A person represses something when he 
unconsciously denies that it exists, or when 
he fails to see its relevance to him. Although 
he may actually look at an object, or hear 
words, these make no impression upon his 
conscious mind. Or he may see the object or 
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bear the words but fail to understand their 
real personal significance for him. This has 
been illustrated in many experiments, includ¬ 
ing one in which respondents were shown 
sentences describing sexual and aggressive 
feelings toward parents. They were asked to 
read these under varying degrees of illumina¬ 
tion. The results: Different individuals found 
certain sentences more difficult to read, or 
distorted their meaning, although all were 
shown with the same degree of legibility. In 
general, this experiment showed that all sub¬ 
jects tend to repress aggressive and sexual 
material but women repress aggressive mate¬ 
rial to a greater extent than they do sexual 
and men repress sexual material to a greater 
extent than they do aggressive. 17 

The student who has cheated in past ex¬ 
aminations and has a guilty reaction to it may 
be anxious lest he cheat again. He represses 
the memories of his past cheating and his 
impulsion to cheat again. He becomes scrupu¬ 
lously honest about cheating but projects the 
idea of cheating upon his fellow students. 


Even though his colleagues do not cheat, he 
believes that they do and he conjures up 
"evidence” to prove it. He may even head a 
reform movement for overcoming the evil of 
cheating in his college. This kind of common 
mechanism has given rise to the old adage, 
"There’s no one so virtuous and anxious to 
impose upon others his idea of virtue as the 
reformed sinner!” 

Scapegoating 

All through history primitive peoples have 
transferred their own guilt and suffering to 
other living creatures. Civilized man con¬ 
tinues to do the same today. Now, however, 
transfer is usually made to a person or a 
group of persons, whereas in ancient times an 
animal was often selected. Probably the most 
famous transfer ceremony on record is the 
one described in the Old Testament wherein 
the Hebrews, anxious to rid themselves of 
their feelings of guilt, transferred their sins 
to a live goat. (Leviticus 16:22.) 


"Frankly, wa need someone lo oel 
at a sorl of goal around this office 
—think you can qualify f" 


From "Grin and Boar It." by Lichly. 
courlosy oI Chicago Sun-Times Syn- 
dicalo. Reprinted by permission. 
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To rid themselves of feelings of guilt and 
suffering, people of today use similar methods. 
They find a scapegoat—an object, institution, 
person, or group of persons—on whom they 
can project their aggressions. These aggres¬ 
sions may be wholly undeserved. Although 
scapegoating is an ever-present phenomenon, 
it is particularly noticeable in times of social 
strain, such as during war, famine, revolution, 
or depression. 

Aggression includes verbal and physical 
abuse, and the victim seldom retaliates be¬ 
cause the scapegoat is invariably weaker than 
the persecutors. In eighteenth-century Ameri¬ 
can history the Salem witches served as 
scapegoats, because to the accusers of that 
day the witches personified the devil whom 
the sin-ridden wished to attack. 

There are other reasons for scapegoating. 
When people are deprived of what they want 
or what they have, they adjust by aggression, 
not necessarily against the source of their 
deprivation, but against any object, person, 
or group that is convenient. Although the 
chosen scapegoat may be partially blame¬ 
worthy, the extent to which it is blamed is 
out of all proportion to its deserts. Usually, 
too, the scapegoat must take blame not only 
for immediate conditions, but for long-stand¬ 
ing and deeply rooted frustrations. 

The demagogue who seeks political power 
often encourages scapegoating. By pointing 
out a scapegoat, an unscrupulous person may 
achieve a unity among diverse elements who 
have only the scapegoat as a focal point. 18 
Propagandists know that it is easier for most 
people to blame their own troubles on some 
persons or institutions, such as financiers, 
religionists, the educational system, foreign 
organizations, or any other popularly ac¬ 
cepted “devil.” The political opportunist finds 
out who the unpopular “devils” are at the 
moment and speaks for the projectionists in 
demanding reforms. 

Experiments show that frustration such as 
a ruined evening may bring anger toward far¬ 
away people. 

This was revealed when two psychologists 
learned that a group of young men at a camp 


was to be given a series of tests which would 
be boring to them and which were so difficult 
that everyone was bound to fail miserably. The 
time taken to give the tests forced the men to 
miss what they considered the most interesting 
event of the week at the local theater. The men, 
it was anticipated, would be frustrated and made 
angry by this situation. 

Before the men knew the nature of the tests 
and the fact that they would miss Bank Night, 
their attitude toward the people of a far-away 
nation was measured by means of rating-scales. 

After they had taken the tests and realized 
that they could not enjoy the evening at the 
theater, they were once again asked to rate this 
nation. It was found that their attitudes after 
the frustrating tests were reliably more hostile 
toward the nation than before. 

Similar groups who were not frustrated by the 
tests and who rated the same nation twice re¬ 
vealed no such change_ 

The psychologists who turned the test evening 
into an experiment were Dr. Neal E. Miller, of 
\ale University, and Richard Bugelski, of the 
University of Toledo. They see in the results an 
expression of the tendency to blame someone 
else for an individual's own misfortunes, known 
to psychologists as the scapegoat device.... 

"In ordinary social living," Dr. Miller points 
out, “men and women suffer frustrations especial¬ 
ly when they are unemployed or are compelled 
to accept a reduction in pay. Their anger can 
spread to scapegoats in the same way that the 
anger of the men in the camp spread to the peo¬ 
ple of a foreign country. It is one of the func¬ 
tions of propaganda to induce people to use as 
scapegoats innocent foreigners who, even though 
not necessarily responsible for the frustration, 
are made to serve as targets for aggression.* 9 

Somewhat veiled hostility characterized 
men who were subjected to frustrating situa¬ 
tions while being deprived of their night’s 
sleep, Sears, Hovland and Miller found in an 
exploratory study. In order that the subjects, 
male college students, might not know the 
true nature of the experiment, they were told 
that the purpose was to study reflexes and 
motor activities of sleep-deprived men. 

After attending classes during the day, the 
subjects reported to the laboratory at 7:30 
p.m. where they were kept under close obser¬ 
vation until eight o’clock the following morn¬ 
ing. During the evening they studied and 
read. Games and cards were to be brought in 
about midnight to relieve the monotony, but 



the materials for these diversions never ar¬ 
rived. At 3 a.m. the experimenter who was to 
have brought them came in, but had “for¬ 
gotten” the games. At midnight the subjects 
were suddenly told not to smoke any more, 
while the experimenters continued to smoke 
in their presence. A group discussion from 
which the men were getting some enjoyment 
was arbitrarily halted, and a period of silence 
was maintained. When the men became 
hungry in the late evening, they were told 
that a hot breakfast would be brought in at 
5 a.m. At 6 am, the experimenter who had 
gone out to get the promised breakfast had 
failed to return, so the two remaining experi¬ 
menters “decided” not to wait for him. They 
therefore tested the men’s reflexes and motor 
activities to maintain the ostensible purpose 
of the experiment. 

During all these frustrations an “in-group” 
was formed among the subjects, and the 
cleavage between it and the experimenters 
was obvious. Aggressive reactions to the 
frustrations were directed largely at the ex¬ 
perimenters; however, they were almost en¬ 
tirely in the form of jocular references to the 
dullness of the experiment and wisecracks 
about the uncooperativeness of the experi¬ 
menters. The tone of voice and inflection the 
subjects used in making their “cracks” made 
their aggressiveness unmistakably clear. 
Typical of the remarks made by subjects are 
the following: 

3:40 a.m. An experimenter ostentatiously lit a 
cigarette. Group of five subjects sitting together. 
“Where’s this partial entertainment you offered 
us? How about some stories?” (E told dull joke; 
no laughter.) "We discussed cannibalism earlier 
in the evening.” (E: “Would you eat human 
flesh?”) "We may yet tonight." (Meaningful look 
at one of the E’s; much snickering among S's.) 

3:50 a.m. "What would happen if we would walk 
out?” “I suppose you’d blackmail us.” “I bet it 
would wreck your experiment if we did. Let's 
leave.” 

5:15 a.m. "Are all psychologists mad?” “They’re 
all queer. I’ve been watching ’em for a couple of 
hours.” 20 

One piece of aggression that was not a joke 
or wisecrack was done by the most out- 
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spokenly aggressive subject. The sheet of 
sketches which he drew to represent psy¬ 
chologists amused the other subjects highly. 
His sketches are reproduced in “The Joys of 
Affection.” 

It must be pointed out that hostility and 
aggression might have been expressed differ¬ 
ently had the relationship between experi¬ 
menters and subjects not been one of 
professors and students . 21 

Hoafllity and Aggression 

The hostile person is one who often ex¬ 
presses aggressive behavior or attitudes to¬ 
ward others and reacts to minor frustration, 
social restrictions, and other people with 
spiteful anger . 22 

Feelings of hostility have many forms. Ex¬ 
amples are irritability, resentment, suspicion, 
negativism, assault, verbal hostility, and guilt. 
Some of these are attitudinal, others have a 
“motor” component . 23 
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Feelings of hostility can develop from 
almost any ordinary life situation, depending 
upon how much the individual reacted to it 
with a feeling that he was wronged. A simple 
example often takes place when a small boy 
takes music lessons. If the teacher is a 
frustrated concert artist, she tends to see in 
the boy the fulfillment of her lost dreams and 
she pushes him to the point where his love of 
music is replaced with lifelong hostility to it. 

Feelings of hostility have numerous likely 
components. Studies indicate, for example, 
that persons high on the personality dimen¬ 
sion of authoritarianism exhibit greater overt 
hostility than persons lower on that dimen¬ 
sion. 24 

The self-righteous person who has refused 
to yield to temptation is likely to be especially 
severe in his reactions to those who have 
yielded. One researcher obtained some objec¬ 
tive evidence of this well-known principle by 
conducting an experiment with sixth grade 
pupils. 

He measured their attitudes before and 
after a contest which presented them with a 
decision to violate or comply with the moral 
standard against cheating. Motivation to 
cheat was manipulated by offering different 
rewards for winning the contest. Generally, 
the findings indicated that pupils who decided 
not to cheat when tempted became more 
severe in their attitudes toward cheating, 
those who cheated became more lenient. The 
greater the motivation to cheat, the more the 
attitude of severity increased on the part of 
those who resisted the temptation. 25 

The expressions of aggression in reactions 
of a hostile nature are too numerous to 
describe here. They range from physical de¬ 
struction of the person or situation as in war 
to the more conventional forms of behavior 
such as gossip and litigation. They are evident 
in the rebel who as a child regarded himself 
superior to his parents and other authority 
figures. Actually, the typical rebel suffers 
from ego-weakness and makes unrealistic 
self-appraisals. 26 We see many examples of 
hostility, both veiled and overt, whenever we 
make observations of human behavior. We 


even see instances where the individual cannot 
identify a suitable target for his hostility and 
then turns his aggressions against himself. 

In colleges, we often observe the Bohemians 
who cultivate the bizarre and deviant. They 
engage in activities which they do not enjoy 
in the hope that they may thereby be able to 
overcome their own feelings of inadequacy 
and loneliness. Many of these rebels are 
troublemakers to the administration. The 
reviewer of a book by Everett Lee Hunt, 
Dean Emeritus of Swarthmore College, has 
described the college rebel, in part: 

Dean Hunt takes proper pride in the reputation 
of his college but he also tells us another side 
of the story. Swarthmore has had its problems. 
The students attracted by its reputation not only 
are highly verbal, hard-working, and good grade- 
getters—they also are prone to arrogance, adoles¬ 
cent varieties of nonconformity, and rebellion 
against all authority. Though Swarthmore ad¬ 
ministrators have been both more competent and 
more tolerant than those of most colleges, the 
students spend so much time staging protests 
against the administration that one wonders how 
they manage to find time to study. 

Fortunately, Swarthmore students are capable 
of criticizing each other. In response to a ques¬ 
tionnaire one said: “I can only think of three 
things that I dislike, and these concern the atti¬ 
tudes of some of the students. Number one is the 
search for a controversial issue at all costs, be the 
problem ever so slight. Number two: Why must 
there be this lurking suspicion that the diabolical 
administration is plotting against the student 
body? The very presence of a rule turns them 
rabid with anger. Number three: I fear some of 
our much-lauded intellectuality is simulated. A 
real scholar among the students is the exception, 
not the rule." 27 

Of course the mature person recognizes 
that these rebels confuse individualism with 
self-assertiveness and antisocial behavior. 
They fail to make the essential distinction 
between intelligent initiative and the warped 
drive of the unhappily maladjusted. 

lntro|ectlon 

In projection, we shape the world to suit 
ourselves—to the satisfaction of the ego. In 
introjection, we do the opposite. The world 
shapes us in the images of itself. The intro- 
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jectionist follows the surge of the crowd. In 
time of war, he believes all the propaganda 
that is put out by his side. In politics, he 
remains within the party lines and cheers 
without mental reservation for his candidate. 
He does not calmly analyze and then choose 
the better of two or more courses of action, 
but he adopts one course with all his emo¬ 
tional power. In business, he is the "carbon 
copy” man, the "yes” man. He tries to anti¬ 
cipate the slightest wishes and beliefs of his 
boss and then adopts those as his own. He 
likes to be dictated to and ordered about. He 
dwells within the shadow of his superior and 
scrapes and bows to the fiddling of those 
above him. His cooperation is as blind as it 
is devoted. 

Certain executives seem to prefer an organi¬ 
zation of introjects. They are easy to handle. 
They satisfy the ego of the executive and he 
imagines that he is in full control of his em¬ 
ployees, but his organization is one that 
neither thinks nor analyzes. It is too pliable. 
Too many companies are headed by men who 
like a pliable personnel. One business con¬ 
sultant claimed that he had one basic criterion 
for sizing up the strength or weakness of any 
business concern. His evaluation of the man¬ 
agement was determined by comparing the 
top executive’s ability with the ability of his 
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associates. “If the top executive chooses as¬ 
sociates, vice-presidents and department 
heads, who are as able as he, the whole or¬ 
ganization is bound to be a strong one,” 
according to this consultant. 

What can the executive do when he finds 
that an otherwise good employee is too willing 
to imitate him? He can make at least one 
attempt to readjust him by explaining the 
situation very frankly and telling the “yes” 
man to agree less and to make more sugges¬ 
tions. The slavish employee may have been 
conditioned in that way by some other execu¬ 
tive who fired him for disagreeing with the 
boss. An executive cannot “jump” on em¬ 
ployees for an honest questioning of his deci¬ 
sions and then expect them to be filled with 
helpful suggestions the next day. The fear of 
losing their jobs will give them introjective 
characteristics. Employees are not always to 
be blamed for “putty” minds. Certain execu¬ 
tives have so strong an inferiority complex 
that they cannot endure the presence of sub¬ 
ordinates who are their equals in ability. 

Many introjectionists develop their intro¬ 
jective habits in their adjustments to cruel 
parents, stern teachers, or executives who 
resent suggestions. Through such experiences, 
the individual learns to cater to people at all 
times, rather than to cater to them some of 
the time and to oppose them when opposition 
is appropriate. An executive’s study of the 
employee’s past history will often reveal ex¬ 
periences which brought about the introjec¬ 
tive behavior. 

Compulsion Neuroses and Phobias 

In the compulsion neurosis, the individual 
cannot explain why he feels that he must per¬ 
form a given act, but he dreads failure to 
follow the ritual which he has set up in his 
own mind. In its mild forms, it is found 
among normal people and is generally treated 
as an idiosyncrasy or a superstition, as in the 
individuals who tap wood in order to avoid a 
calamity which they have escaped thus far. 
Such compulsive acts are trivial and do not 
affect emotional health. 
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The more serious compulsions are known as 
mamas and are given specific names to in¬ 
dicate their type as kleptomania, the impulse 
to steal things that are not needed; pyro- 
mania, the impulse to set fire to things; 
onomatomania, the impulse to say a word 
again and again or to hunt for it in the 
memory; dipsomania, the periodic uncontrol¬ 
lable craving for alcoholic beverages; and 
anthmomania, the obsessive tendency to 
count everything, such as the stones in the 
sidewalk or the objects in a room. A mania is 
an exaggerated predilection toward a type of 
activity and is often contrasted with extreme 
dread of some specific type of situation as in 
a phobia. 

A phobia is a persistent and irrational fear 
of a harmless object or situation. The indi¬ 
vidual may know quite well that he has no 
logical reason to fear the thing that he fears. 
Examples are claustrophobia, fear of closed 
places; acrophobia, fear of high places, such 
as the tenth floor of an office building; agora¬ 
phobia, fear of open spaces, such as fields or 
wide streets; pyrophobia, fear of fire; miso¬ 
phobia, fear of dirt; and aelurophobia, the 
fear of cats, Napoleon’s well-known fear. The 
phobia usually comes on very suddenly and 
overwhelms the patient, who is seized with 
trembling, sweating, pallor, and all the usual 
signs of extreme fear. All this, in spite of the 
fact that the patient knows quite well that his 
fears are merely morbid and under irrational 
control. Some persons having phobias are able 
to continue their daily work by avoiding the 
situations which stimulate the phobia re¬ 
sponses. Others have phobias which unfit 
them for certain forms of economic life. 

The woman who was afraid to look into a 
mirror for fear that she would find a hair on 
her face knew that the finding of a hair was 
no real cause for alarm; but still she became 
so fearful of seeing her reflection that she 
refused to handle silverware or to open her 
eyes in a room where there were windows. 
The executive who was seized with fear 
whenever he was in a building higher than 


the second floor knew that the building was 
perfectly safe; he simply could not go up to 
any height. The stenographer who spent most 
of her time washing her hands knew that her 
hands were reasonably clean, but still she 
feared they might be soiled. The bookkeeper 
who feared to make the figure five knew that 
figure was harmless, but still he feared it. 

What are the barriers which give rise to 
such apparently irrational adjustments as 
manias and phobias? 

Means studied the fears of a thousand col¬ 
lege women and found that only 38 per cent 
of them indicated any knowledge of the origin 
of their fears. 2 * About 70 per cent of the 
fears of known origin were due to some per¬ 
sonal experience. The first five fears in their 
relative importance were: snakes, cancer, 
death of loved ones, death by burning, and 
bulls. 

At least three of these fears are considered 
by psychoanalysts to be sexual in nature: 
snakes, burning, and bulls. If we accept the 
explanation of some psychoanalysts, we shall 
interpret these manifestations of abnormal 
fears and impulses as symbols of barriers 
which are inadmissible impulses. The woman 
who could not look into a mirror for fear she 
would see a hair on her face was unable to 
do so because hair symbolized some sexual 
wish that she refused consciously to admit to 
herself. The executive who could not go 
higher than the second floor of a building was 
fearful of a moral fall which might be brought 
about if he yielded to an immoral impulse. 29 
The stenographer’s fear of contamination was 
caused by the fear of repressed desires to 
yield to an immoral impulse such as the 
sexual entreaties of her lover. The figure five 
represented the five fingers of the book¬ 
keeper’s hand which were used in a sex per¬ 
version. And so on for other impulsions, such 
as the oversolicitude for the health of a 
wealthy aunt which disguised the wish for 
her death. 

In most analyses of phobias, phychiatrists 
find that the origin of the fear is closely 
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coupled with a sense of guilt or shame. That 
is why Fr^d and his disciples can find many 
illustrations of his theory that the phobia 
masks a repressed sex desire. Sex, to most 
people, is something terrible and unmention¬ 
able rather than a perfectly normal impulse. 

An urge to do something considered repre¬ 
hensible by the individual, with an anticipa¬ 
tion of punishment, is especially frequent in 
the phobia. In many cases, too, the patient 
exhibits a history of early frustrations, ag¬ 
gressive impulsions that were suppressed, and 
unappreciated fears of punishment. Many in¬ 
dividuals whose behavior is restricted by a 
phobia are lonely and seek the security of 
being protected by adults . 30 

As soon as the phobia-bound individual 
understands the origin of his fear and is 
allowed to express the repressed impulse that 
it symbolizes, the phobia is likely to disap¬ 
pear. Scolding him will not banish the fear, 
but uncovering the origin of it may. If the 
fear persists, the cause has not been found or 
the process of readjustment is incomplete. A 
complete “cure” takes place only when the 
individual has achieved a readjustment to the 
anxiety-producing experience. Of course, this 
process of readjustment is one for the atten¬ 
tion of the clinical psychologist. 

Some phobias are more easily and logically 
thought of in terms of conditioned responses 
or as associative linkages. It is certain that 
some of the maladjustments of the individual 
are brought about through simultaneous as¬ 
sociations, as in the case of the man who, 
during a heart attack, collapses in an open 
section of the city. He may then have an 
agoraphobia for certain areas. 

Parents can do much to prevent abnormal 
fears. The main form of instruction given to 
children by some parents seems to be 
“Shame on you”; “Nobody will like you if 
you are so naughty”; “You know that you 
are a naughty little boy, don’t you?”; and 
“God will punish little girls who tell lies.” No 
wonder the children of oversolicitous parents 
often grow up to become fearful retiring 


nobodies while roughnecks of the slums de¬ 
velop into business and professional leaders. 
Fears do not dog the roughneck’s every step. 
We must remember that the child fears in 
silence. Shame may be so strong that it is 
difficult to obtain admission. Cowardice may 
develop, and all because the father and 
mother and teacher have held up the bogey of 
shame. Every unnatural fear has a natural 
cause, and the attitude of the executive to¬ 
ward his employees and his children should 
be that of the analyst who sympathetically 
discovers the origin of the fear and aids the 
individual in gaining a better adjustment. A 
knowledge of what fears really mean is the 
first step in aiding the phobia-bound person. 

Alcohollam 

There are several million alcoholics, per¬ 
haps five million, depending upon the criteria 
used. Of these, approximately three-quarters 
of a million adults in this country have 
become alcoholics to such a degree that they 
have impaired their physical or mental health. 
These are the chronic alcoholics. We do 
know that on the average, three per cent of 
the members of our work force are problem 
drinkers. 

It is generally accepted that there is no 
alcoholic personality as such. Rather, numer¬ 
ous individuals cannot manage their lives in 
sobriety; they continue to resort to alcohol as 
a means of dealing with their psychological 
problems, such as feelings of insecurity and 
inferiority. Many are depressed because they 
labor under the unconscious fantasy that they 
were not loved sufficiently by their mother in 
childhood . 31 The craving for alcohol is more 
a craving for the habit pattern that relieves 
tensions than for anticipated sensory enjoy¬ 
ment. The fact that when individuals take 
too much alcohol on a social occasion, certain 
ones become aggressive, elated, or “weepy”; 
indicates that the imbibing is related to the 
person’s adjustment tensions. 

Several intensive investigations of chronic 



•0 


NEGATIVE SUBSTITUTE ACTIVITIES 


alcoholics are now under way. One of these, 
at the Laboratory of Applied Physiology, Yale 
University, has found that alcoholics can be 
studied in terms of the following classifica¬ 
tions of excessive drinkers: 

1. The neurotic. 

2. The psychotic. 

3. The feebleminded. 

4. Those who gravitate into drink as a means 
toward solving their problems. 

Among 100 excessive drinkers, about 40 are 
neurotic, 10 are psychotic, and 10 are feeble¬ 
minded. The personality patterns may be 
briefly described as follows: 

The neurotic lacks patience with his world. 
He needs many props to support him. He will 
seek conditions under which the conflict be¬ 
tween his wishes and reality are endurable. In 
order to escape from his world he resorts to 
daydreaming, but he fully realizes the differ¬ 
ence between the real world and his imagined 
world. He may try, for instance, to obviate 
the conflict between his two worlds by adopt¬ 
ing a job which permits seclusion, by a hobby, 
or by intoxication. His general conduct may 
be thought “peculiar” by others, but his overt 
conduct usually conforms to the standards of 
the real world. In other words, he is in touch 
with reality. 

The psychotic, on the other hand, resolves 
the conflict between his dream world and the 
world of reality by retreating entirely into 
his dream world. He loses contact with the 
world of reality, and cannot distinguish be¬ 
tween it and the dream world, or between 
right and wrong. For these reasons he is 
segregated from society. 

In the incipient stage of the illness, some 
psychotics drink heavily to shut out such 
phenomena as auditory hallucinations. After 
a few months the psychosis becomes so fully 
recognizable as to necessitate hospitalization. 
Observers are apt to conclude that the psy¬ 
chosis was caused by the drinking, whereas 
actually the drinking was a symptom of the 
psychosis. Only over a period of years could 
heavy drinking in itself cause a psychosis. 32 


It has been noted that alcoholism is sometimes 
the symptom of a mental disorder. If drinking 
bouts occur periodically, perhaps at intervals of 
several months, there is a possibility that the 
pauent is drinking during one or the other stages 
of a manic-depressive psychosis; if the drinking 
,s steady and wild, there is a possibility of early 
schizophrenia or early general paresis. Other 
deep-seated maladies are sometimes the real 
cause of heavy drinking. In almost all such cases 
the patient needs hospitalization. 

With the majority of alcoholics, however, the 
root of the trouble isn’t so deep. It is the patient’s 
inability to adjust himself to life as he finds it. 
Perhaps he has always been lonely; or dominated 
by the family; or tortured by fears—that he 
won’t make good, that people don’t like him. that 
he isn’t manly. Or he may be a business and 
social success, yet hate his work and the people 
he goes around with. For a variety of reasons he 
may hate himself. 3 * 

On the whole, about 60 per cent of all 
inebriates come to their excessive habits 
through some “ailment,” including feeble¬ 
mindedness as an ailment. This means that at 
least 40 per cent cannot attribute their in¬ 
ebriety to disease. 

The fourth group of the 100 inebriates who 
are not in the neurotic, psychotic, or feeble¬ 
minded categories are persons who have been 
drinking large amounts of alcoholic beverages 
as a form of social relaxation. 

In the course of their drinking they have found, 
however, that intoxication will help them over 
situations which otherwise would take some effort 
to adjust to. Some minor misadventure may be 
a sufficient reason to "let themselves go” and to 
let intoxication "do the job”; they solve their 
troubles with drink. As they get "pampered” by 
intoxication, they may take recourse to it more 
and more frequently until they become as de¬ 
pendent upon alcohol as the neurotic, compulsive 
drinker. While they did not start from a disease, 
they become diseased.... Ultimately, then, all 
inebriates are diseased persons. But it is impor- 
Unt to distinguish those who were brought to 
inebriety through disease and those whose in¬ 
ebriety brings about the disease. These latter 
excessive drinkers are usually gregarious persons, 
good mixers, and easy-going in contrast to the 
neurotic drinkers who, as a rule, are persons who 
never found their place among others, who always 
were lone travelers. When the "normal excessive 
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drinker” becomes an habitual inebriate, he ap¬ 
pears to be much like the neurotic drinker. By 
necessity he too becomes a "lone traveler.” for 
he loses his friends and becomes isolated. Be¬ 
cause of that he becomes as suspicious, sensitive, 
and selfish as the neurotic inebriate. But he can 
be helped. As he has arrived at his dependence 
through habituation, he can be trained away again 
from this habit. This can be done successfully if 
it is recognized that he is not of the neurotic type 
and that he, therefore, needs to be handled dif¬ 
ferently. 34 

The man who drinks for social relaxation 
should analyze his drinking habits as a pre¬ 
caution against becoming an alcohol de¬ 
pendent. Dr. Abraham Myerson, Boston 
psychiatrist, suggests seven test questions: 

1. Can you enjoy a party only if there is liquor 
to release your social instincts? 

2. Do you long for the time of day when you 
can drink without hurting your job? 

3. Do you consider drink necessary to relaxa¬ 
tion and enjoyment of life? 

4. Do you turn reflexively to alcohol each day 
to overcome anxiety, disgust, fatigue or 
frustration? 

5. Do you tend to drink to offset difficulties 
with your wife, your boss, your children or 
employees? 

6. Is the goal of your drinking something other 
than the drink itself? 

7. Do you need this drink? 

If the answer to any of the questions is yes, 
the individual is in danger of becoming an 
alcohol dependent. The last question epito¬ 
mizes the questionnaire. When a person feels 
that he needs a drink, he is drinking to 
escape. He craves the anesthesia which alcohol 
supplies. 35 

Alcoholics Anonymous, formed in 1934, is 
a nonprofit organization of former alcoholics 
who want to help other alcoholics stop drink¬ 
ing. Its purpose: To help the sick alcoholic 
recover if he wishes to do so. A drinker’s 
honest desire to recover normal health and 
habits, and his belief in some form of Su¬ 
preme Power, are the prerequisites for mem¬ 
bership. 

Members of Alcoholics Anonymous actively 
help the patient in his fight to regain normal 


health, and as his condition improves he in 
turn helps others in their fight. Thousands of 
former habitual drinkers, members of A.A., 
understand better than anyone else the prob¬ 
lems of other alcoholics and ex-alcoholics, so 
a fellowship is thereby created which acts as 
a mainstay when regression threatens. The 
organization and its methods are endorsed by 
many physicians and clergymen. 36 

In view of the alcoholic’s deep-seated in¬ 
ability to deal effectively with his problems, 
effective treatment is usually very difficult. 
The employer, wife, or friend of the alcoholic 
can seldom hope to overcome the victim’s 
failures in adjustment. Psychiatric treatment 
is, however, likely to be far more effective 
than mere legislation. The businessman who 
finds that an employee or colleague is a 
chronic alcoholic must usually decide whether 
he should sever their business relationship or 
get along with the victim in spite of his 
annoying derelictions. Some alcoholic em¬ 
ployees have qualities which compensate the 
employer for their recurring deficiencies; 
others can only be discharged, in the hope 
that they will find their way to an institution 
where positive treatment will be given them. 
Many will continue to drink until their ad¬ 
justment problems have been removed and 
they have developed new mental habits. 37 

Many companies now look upon alcoholism 
as a form of illness. They think of alcoholics 
as sick rather than morally corrupt indi¬ 
viduals. They believe that many can be cured, 
and that the company can assist in the curing 
process. They believe that it is better policy 
to try to rehabilitate the problem drinker 
than to fire him. They think in terms of 
therapy rather than punishment. They have 
worked out specific personnel programs and 
procedures toward this end. 38 

Several big corporations have created their 
own rehabilitation programs or joined with 
other companies in community-type clinics. 
Consolidated Edison Co. of New York, has 
been one of the pioneers. In 1952, they under¬ 
wrote the cost of setting up a consultation 
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clinic at New York University-Bellevue Medi¬ 
cal Clinic. In later years, they have been 
joined by other companies such as Bell Tele¬ 
phone Laboratories, Metropolitan Life In¬ 
surance, and The New York Times. Several 
companies of other areas also have extensive 
programs of their own for rehabilitating 
alcoholics. Some companies have informal 
programs or they refer their workers to clinics, 
to psychiatrists, and to organizations such as 
Boston’s Committee on Alcoholism, and 
Cleveland’s Center on Alcoholism. 

Companies that have set up in-plant pro¬ 
grams to salvage alcoholics usually have a 
program that includes these interrelated 
phases: ( 1 ) recognition of the problem 
drinker and getting him to want to do some¬ 
thing about his situation; (2) rehabilitation 
of the person through psychiatric, psycho¬ 
logical, and counseling help; and (3) preven¬ 
tion of alcoholism—perhaps through education 
of the employees as to the nature and causes 
of this illness. Some of these programs by 
industrial firms appear to have produced 
beneficial results but it is still too early to 
know just how beneficial or lasting the effects 
really are. 

Sexual Anomalies 

The sex customs of modern civilization are 
the most remarkable illustration of the 
strength of the cortical control over the in¬ 
stinctive or animal nature of man. Bear in 
mind that throughout the millions of years of 
evolution of man’s forebears, no males took 
part in that whole line of descent except those 
who had some sex impulse. Small wonder then 
that it is a strong force in the life of man. 
Freud and his followers have considerable 
evidence whereon to build their brand of psy¬ 
chology. With so strong a force, we need not 
wonder that perversions or anomalies take 
place in the sex lives of a significantly large 
percentage of the people. The occasions when 
it is necessary for the executive to deal with 
serious sex problems, such as perversions, are 
few in number. Many businessmen think that 
they can recognize a sex pervert when he 


applies for a job. This is not true. At least, 
no evidence has ever been obtained which 
indicates that it is possible to recognize the 
homosexual pervert. When someone meets a 
stranger and classifies him as a sex pervert 
merely on the basis of appearances, such as 
the gaze of the eyes, he is just guessing. The 
stranger may accidentally give him such an 
impression because of some characteristic of 
clothing or voice that unconsciously reminds 
him of a pervert whom he met previously. 

In terms of Freud, the tendencies of the 
child are polymorphous, or many-form. The 
sexual sense has not developed in the young 
child. Later, as it develops, it tends to center 
its aim in some special direction, usually to¬ 
ward the opposite sex and normal conduct in 
sex life. However, the child’s sex tendencies 
may be developed in any direction according 
to the influences that take place in the educa¬ 
tional and adjustment process. 

Nature has given man a strong sex im¬ 
pulse, but civilization has fenced in the im¬ 
pulse with dozens of taboos. It is only natural, 
therefore, that masturbation should be com¬ 
mon. A passing addiction to it in infancy is 
considered normal by many psychologists. 
Contrary to popular interpretation, masturba¬ 
tion is not to be considered as a cause of 
insanity. 

When Malamud and Palmer found an ab¬ 
normal mental state coupled with the mastur¬ 
bation habit, they found people who usually 
differed from the average in other ways too, 
e.g., by constitutional peculiarities, lack of 
proper sex knowledge, misinformation regard¬ 
ing masturbation, unsatisfactory environ¬ 
mental situation, and so on. In those cases 
where masturbation was believed to be of 
prime etiological importance, psychotherapy 
was highly satisfactory, indicating “that the 
disturbances were due to the conflict rather 
than the effects of the practice in itself.” 39 

Nearly all studies of masturbation have 
indicated that it is an important mental 
hygiene problem which may have serious 
effects on personality and should be handled 
by persons who have both intelligence and 
emotional balance regarding sex practices. It 
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is especially important to avoid giving the 
youth a feeling of guilt or inferiority in 
regard to sex. 40 Such feelings are almost cer¬ 
tain to give rise to defense mechanisms of the 
withdrawal-from-people variety. Or, in poten¬ 
tially more dangerous cases, mechanisms of 
aggression. 

Sadism (the a pronounced as in jay) refers 
to some few individuals who do not express 
their sexual tendencies in a normal direction 
but gratify sexual feelings by the infliction or 
sight of pain. The pain may be real or it may 
be simulated, in which case it is symbolic. 
This anomaly is found among men more often 
than among women, as we would naturally 
expect. In any large organization, one is likely 
to find mild expressions of the sadistic variety 
expressed by persons who like to pinch others 
or stick pins into them. 

Masochism is the opposite of sadism. The 
individual's sexual feelings are gratified when 
he suffers pain. The pain may be real or 
simulated. The latter is symbolic. 41 The maso¬ 
chistic tendency is found among women more 
often than among men. 

Exhibitionism is the gratification of sex by 
the exposure of the body, especially erogenous 
parts. It is the showing-off tendency in the 
extreme. The exhibitionist cannot explain why 
exposing his body brings sexual pleasure. He 
is not a sex-crazed rapist, but he is an in¬ 
fantile, impotent person. Imprisonment does 
not deter or reform him. The use of drugs to 
reduce potency are valueless. He needs psy¬ 
chotherapy. 42 

Some analysts claim that the desire of some 
leaders in business and public affairs to be 
the “whole show" in the presence of others is 
merely substituting a mild form of this type 
of exhibitionism for a more perverted and 
unacceptable variety of showing off. 

Voyeurism, a minor mental maladjustment 
which contrasts with exhibitionism, is the 
tendency to derive sexual satisfaction from 
looking at sexual objects and acts. The “Peep¬ 
ing Tom” who is occasionally caught by 
campus policemen is an extreme case of 
voyeurism. 43 (The word comes from the 
French voir, to see.) 


Less extreme are those people who show 
unusual interest in case histories from medical 
books, who insist upon knowing the intimate 
details of their friends’ lives, and who are 
happy in listening to a particular kind of 
gossip about movie stars and other famous 
people. Some business concerns have “old 
maids" who are forever curious about what 
their associates do after working hours. These 
employees can make an office rather unpleas¬ 
ant for other workers. 

This unusual type of adjustment is used 
largely by people whose own lives are drab. 
They are more or less unable to make a satis¬ 
factory normal social adjustment, and so they 
devote time to watching and hearing about 
others whose activities are nearer normal. 

Homosexuality , when used as signifying a 
perversion, is the term given to the desire for 
sexual relations with persons of the same sex. 
In this connection we must bear in mind that 
no man is wholly male, nor is any woman 
wholly female. Sexness is a relative trait. We 
are mixtures of physical and mental traits. 
Many women have a general bodily conforma¬ 
tion and pilosity which is characteristic of the 
male, and many men have some typically 
female traits. But such physical attributes do 
not appear to be as important in bringing 
about the maladjustment as the psychological 
factors. An examination of current clinical 
psychological and psychiatric literature will 
show that numerous researches are being 
conducted on the problem of homosexuality. 
Its origins and causes are still largely un¬ 
known. However, a typical finding of some 
studies has been reported in an investigation 
of 50 male homosexuals whose psychological 
situations were compared with those of 50 
normal controls. The homosexuals showed the 
presence of a typical parental constellation 
significantly more often than the controls, 
namely, an over-intense mother and unsatis¬ 
factory father relationship. 44 

Unfortunately for young people who are 
still searching for their values and basic ad¬ 
justment patterns, some of our writers of 
plays and novels try to portray homosexuality 
as superior to heterosexuality. The more ma- 
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ture view has been expressed succinctly by a 
leading interpreter of literature: “Many of 
our unhappy geniuses defend homosexuality. 
From that we are sometimes prone to assume 
that homosexuality has made them geniuses. 
Perhaps it is only what has made them 
unhappy.” 45 

A predisposing influence in some cases of 
homosexuality is that of isolation of the sexes 
as in penitentiaries, on shipboard, and in one- 
sex boarding schools. “Crushes” are likely to 
develop where the sex impulse has no normal 
outlets. Coeducational colleges are more in 
harmony with the mental life of human be¬ 
ings than one-sex schools. In the coeduca¬ 


tional institutions the two sexes mingle with 
each other in a normal manner. The family 
type of social contacts is present. A boy is 
not some heroic sexless knight in armor to the 
girl who sees him each day in the classroom 
and notes his humanness when asked a ques¬ 
tion by the instructor. Boys and girls will 
continue to fall in love with each other until 
human nature changes, and the best preven¬ 
tive of sexual anomalies is to give the child 
and youth a sane and normal sex environ¬ 
ment where parents are not shocked by sexual 
digressions but are intelligent in redirecting 
them. 46 


ACKNOWLIDGMENTS AND REFERENCES 


1. John Perry, Human Rfictions in Small Industry, 
Small Business Administration, Washington, D.C., 
March, 1954, p. 8. 

2. Martin H. Stein, "The Cliche: A Phenomenon of 
Resistance," Journal of the American Psycho¬ 
analytical Association, 6 (1958), 263-277. 

3. David P. Ausubel, "Some Comments on the 
Nature, Diagnosis, and Prognosis of Neurotic 
Anxiety," Psychiatric Quarterly, 30 (1956), 77-88. 

4. See David P. Ausubel, Herbert M. Schiff, and 
Morton Goldman. "Qualitative Characteristics in 
the Learning Process Associated with Anxiety," 
Journal of Abnormal and Social Psychology, 
October, 1953, pp. 537-547. For report of another 
study with grade school children, sec Hayne 
W. Reese, "Manifest Anxiety and Achievement 
Test Performance," Journal of Educational Psy¬ 
chology, 52, No. 3 (1961), 132-135. 

5. Richard Alpert and Ralph N. Haber, "Anxiety in 
Academic Achievement Situations," Journal of 
Abnormal and Social Psychology, 61, No. 2 
(1960), 207-215. 

6. For further information see Joseph D. Mataraazo, 
et al., "The Relationship between Anxiety Level 
and Several Measures of Intelligence," Journal of 
Consulting Psychology, June, 1954, pp. 201-205. 

7. Jacob Levine, "Responses to Humor," Scientific 
American, February, 1956, pp. 31-35. 

8. Joel R. Davilz, "Manifest Anxiety and Social 
Behavior," Journal of Consulting Psychology, 
December, 1960. 

9. John M. Rehfisch, “Some Scale and Test Cor¬ 
relates of a Personality Scale," Journal of Con¬ 
sulting Psychology, October, 1958. 

10. K. Warner Schaie, "Differences in Some Personal 
Characteristics of ‘Rigid’ and ‘Flexible’ Indivi¬ 
duals." Journal of Clinical Psychology, 14 (1958), 
11-14. 


11. J. L. Singer and Vivian G. McCravcn, "Some 
Characteristics of Adult Daydreaming," Journal 
of Psychology, 51 (1961). 151-164. 

12. J. L. Singer and Rosalea A. Schonbar, "Correlates 
of Daydreaming: A Dimension of Self-Aware¬ 
ness," Journal of Consulting Psychology, 25 
(1961), 1-6. 

13. G. H. Green, Psychoanalysis in the Classroom 
(New York: G. P. Putman's Sons, 1922), 
Chapter II. 

14. Morris S. Viteles, Industrial Psychology (New 
York: W. W. Norton and Company, Inc., 1932). 
Chapter XXIV presents an excellent summary of 
specific influences in monotonous work. 

15. Kenneth M. Goode. What About Radio? (New 
York: Harper & Row, Publishers, Inc., 1937), 
p. 30. 

16. See Gerhard Neubeck and Vera M. Schletzcr, “A 
Study of Extramarital Relationships,” Marriage 
and Family Living, 24, No. 3 (1962), 279-281. 

17. For further information see Irwin M. Rosenstock, 
"Perceptual Aspects of Repression," Journal of 
Abnormal and Social Psychology, July, 1951. 

18. "ABC’s of Scapegoating," Central Y.M.C.A. 
College. Chicago, Illinois, undated, presents a 
summary of the types of practices of scapegoating 
today. 

19. This article is one of a series on the psychology 
of war and propaganda prepared by the Society 
for the Psychological Study of Social Issues espe¬ 
cially for release through Science Service. Science 
News Letter, March 9, 1940, p. 157. 

20. Robert R. Sears, Carl I. Hovland, and Neal E. 
Miller, "Minor Studies of Aggression: I, Measure¬ 
ment of Aggressive Behavior," Journal of Psy¬ 
chology. 9 (1950), 275-295. 

21. Norman R. F. Maier, "The Role of Frustration 
in Social Movements," Psychological Review, 



NEGATIVE SUBSTITUTE ACTIVITIES 


85 


American Psychological Association, Inc., 1942, 
Vol 49. and Emory L. Cowen, Judah Landes and 
Donald E. Schaet, “The Effects of Mild Frustra¬ 
tion on the Expression of Prejudiced Attitudes," 
Journal oj Abnormal and Social Psychology, 58 
( 1958 ), 33-38 present additional aspects of frus¬ 
tration in behavior. 

22 K. Edward Renner, Brendan A. Maher and 
Donald T. Campbell, “The Validity of a Method 
for Scoring Sentence Completion Responses for 
Anxiety, Dependency, and Hostility," Journal oj 
Applied Psychology, August, 1962, p. 286. 

23. Arnold H. Buss and Ann Durkee, “An Inventory 
for Assessing Different Kinds of Hostility,” Jour - 
nal oj Consulting Psychology, 21 (1957) 343-349. 

24. See Saul M. Siegel, “The Relationship of Hostility 
to Authoritarianism," Journal oj Abnormal and 
Social Psychology, 52 (1956), 368-372. 

25. Judson Mills, “Changes in Moral Attitudes 
Following Temptation," Journal oj Personnel, 
December, 1958. 

26. Eva Maria Shippee-Blura, "The Young Rebel: 
Self-Regard and Ego-Ideal,” Journal of Consult¬ 
ing Psychology, February, 1959. 

27. "The Editor’s Bookshelf," Saturday Review, Dec. 
21, 1963, p. 53. A review by P. W. of book, The 
Revolt of the College Intellectual, Human Rela¬ 
tions Aids, 104 E. 25th St., New York. 1963. 

28. M. H. Means, "Fears of One Thousand College 
Women,” Journal oj Abnormal and Social Psy¬ 
chology, 31 (1936), 291-311. 

29. Edmund Bergler, "Fear of Heights." Psycho¬ 
analytical Review, 44 (1957), 447-451, reports a 
depth psychoanalytical study that is more in¬ 
sightful than the explanation given in the text. 
This kind of explanation requires clinical training 
to understand it. 

30. 0. Fcnichel, "Remarks on the Common Phobias,” 
Psychoanalytical Quarterly, 13 (1944), 313-326. 

31. E. Bergler, "Contributions to the Psychogenesis 
of Alcohol Addiction," Quarterly Journal oj Stud¬ 
ies on Alcohol, 5 (1944), 434-149. 

32. The Drinker and the Drunkard, Lay Supplement 


No. 10, pp. 11-12- Quarterly Journal oj Studies 
on Alcohol, 1944. 

33. Herbert Yahraes, Alcoholism Is a Sickness, Public 
Affairs Pamphlet No. 118, Public Affairs Com¬ 
mittee, Inc.. New York, 1946, p. 19. 

34. The Drinker and the Drunkard, op. cit., p. 15. 

35 Charles Stevenson, "Rebellious Liquors in My 
Blood," Nation’s Business, September, 1947, PP- 

36 A ^ An A. A. Publication, The Alcoholic Found¬ 
ation. Inc., P. O. Box 459, Grand Central Annex, 
New York. N.Y. 10017. 

37. W. R. Miles, “Psychological Factors in Alcohol¬ 
ism," Mr-.Usl Hygiene, 21 (1937), 529-548. 

38 For further information about current develop¬ 
ments in this field, see "Catalog of Publications, 
The National Council on Alcoholism, Inc., 2 East 
103rd St., New York, N.Y., 10029. 

39. W. Malamud and G. Palmer, "The Role Played 
by Masturbation in the Causation of Mental 
Disturbances," Journal oj Nervous and Mental 
Diseases, 76 (1932), pp. 220-233 and 366-379. 

40. See Don D. Jackson. "Guilt and the Control of 
Pleasure in Schizoid Personalities,” British Jour¬ 
nal oj Medical Psychology, 31 (1958), 124-130. 

41. C. Brenner. "The Masochistic Character: Genesis 
and Treatment," Journal oj the American 
Psychoanalytical Association, 7 (1959), 197-226. 

42. John McLeish. "Exhibitionism." Medical World, 
London. 93. No. 8 (1960), 126-128. 

43. Irvin D. Yalom, "Aggression and Forbiddenncss 
in Voyeurism," Archives oj General Psychiatry, 
3 (1960). 305-319. 

44. D. J. West. "Parental Figures in the Genesis of 
Male Homosexuality," International Journal oj 
Social Psychiatry, 5 (1959), 85-97. 

45. Joseph Wood Krutch, "Confessions of a Square," 
Saturday Review, May 9, 1964, p. 26. 

46. For an excellent treatment of homosexuality, sec 
Graham B. Blaine. Jr., and Charles C. McArthur, 
Emotional Problems of the Student (New York: 
Appleton-Century-Crofts, 1961), Chapter 6, 
"Basic Character Disorders and Homosexuality." 


PROJECTS 


1. Study any tendencies you may have toward 
fantasy or daydreaming. Which of the follow¬ 
ing types seems to be dominant: Display fan¬ 
tasy; Saving daydream; Fantasy of grandeur; 
Homage daydream; Suffering hero daydream? 
Can you suggest possible causes for the direc¬ 
tion the tendency takes? 

2. Consider people whom you have known and 
list any examples of fixed ideas you may have 
noted. Can you discover rational relationships 
between the fixed ideas and their adjustment 
background? 

3. Make a collection of newspaper clippings con¬ 


cerning persons whose peculiar behavior has 
gotten them mention in the newspapers. Com¬ 
pare any explanations given in the clippings 
with hypotheses of your own. 

4. Read some recent articles on "Alcoholics 
Anonymous." Evaluate the benefits and limi¬ 
tations of the methods of this group. 

5. Analyze, for his compensatory behavior, an 
acquaintance of middle age who has never 
married. To what extent has such activity re¬ 
sulted in satisfactory adjustment? 

6. Draw up a list of beneficial and possibly harm¬ 
ful adjustment influences in coeducational and 
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non-coeducational schools. Check those which 
you can substantiate from your own or your 
friends’ experiences. 

7. Read several reports of experiments on rat 
behavior to note some of the ways in which 
frustration seems to affect animals. 

In an experiment made to ascertain the ef¬ 
fects of irregular and insufficient feeding in 
infancy, it was found that rats that had been 
subjected to infantile feeding frustration in 
infancy hoarded more than two and one-half 
times as much as their freely fed Utter-mate 
controls. Hunt concluded that the “results 
tend to substantiate the psychoanalytic claim 
that infantile experience is an effective deter¬ 
minant of adult behavior, and they are inter¬ 
preted in terms of learning theory.” 
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8. To reaUze how energy may be dammed up, 
conduct this experiment. Have a person time 
you for ten trials of thirty seconds each. Dur¬ 
ing each trial make the figure S as rapidly as 
you can in the usual manner of making a S. 
Then make the figure S in an inverted manner 
as rapidly as possible for the same number of 
trials and the same number of seconds to each 
trial. Then make the S right side up as rapidly 
as you can for about five trials of the usual 
thirty seconds each. Do not allow more than 
ten seconds rest between any of the trials. 
Plot a curve of the number of S’s made in 
each of the 25 trials. Note the waves of effi- 
ciency and the release of the dammed-up 
energy. 
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CHAPTER FIVE 

ADJUSTMENT 
BY FUNCTIONAL AILMENTS 


Patient: “Oh, doctor, 
l have the most awful pain somewhere in my shoulders.’’ 
Doctor: “And when did you first notice the pain, madam?” 

Patient:”About two months ago, 
/ think. Yes, it was two months ago. It was just about 
the time Mrs. Neighbor got her new fur coat; the snob.” 
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** psychiatrist reported the case of a 
woman who claimed that she had stomach 
trouble because of a frog in her stomach. She 
“knew” she had swallowed a frog egg while 
on a picnic. Her physician ridiculed the idea 
but she was so insistent that he finally agreed 
to operate for the removal of the frog. Ac¬ 
cordingly, he sent her to a hospital to be 
prepared for the operation and he, at the 
same time, hired a small boy to catch a frog 
for him. To give the woman the impression 
that she had really had an operation, an inci¬ 
sion was made in her abdomen, and the doctor 
showed her the “frog,” in a bottle of alcohol, 
which had presumably been removed from 
her stomach. The woman was delighted and at 
once recovered, but only temporarily. Three 
months after the psuedo-operation, she 
claimed that the first frog had laid some eggs 
and that she now had two frogs in her 
stomach! 


This amusing example illustrates the use¬ 
lessness of ordinary logical thinking in the 
consideration of the many ailments which are 
functional rather than organic. 

When a surgeon is prevailed upon to op¬ 
erate for a functional disturbance, the opera¬ 
tion does not, as a rule, result in permanent 
cure. A physician may occasionally give 
“placebos,” pills which have no medicinal 
value, in order to satisfy a patient tempo¬ 
rarily. However, physicians who treat the 
functionally ill realize that certain patients 
need an improved adjustment to their prob¬ 
lems more than they need pills. 


How lllneft Often Becomes 
a Means of Adjustment 

Any form of invalidism is likely to be use¬ 
ful as a means of adjustment to problems. 
Almost every child learns that he can avoid 
unpleasant duties such as mowing the lawn, 
washing dishes, or studying his lessons, by 
feigning illness. 

Jo is a boy of twelve who has been feeling 
very much out of the family picture. He is the 


youngest child. His sister is soon to be married 
and his brother has just started to work, but Jo 
is at an age when he is not particularly interest¬ 
ing to any member of the family. He has been 
doing only fairly well in his school work and he 
has definitely neglected his arithmetic. 

One morning he went down to breakfast and 
ate rather heartily: he had oatmeal with cream, 
eggs, bacon, jam, and milk; and while he was 
eating he recalled that he was going to have an 
arithmetic test that morning. He had a queer, 
twitchy feeling of excitement in his stomach at 
the thought of the arithmetic test. He started 
walking slowly to school, thinking more about 
the test, and his stomach felt queerer and the 
oatmeal weighed very heavily on it. He had a 
vague feeling, which was hardly a thought, that 
if his breakfast were to come up he wouldn’t 
have to go to school, and the arithmetic test 
came to mind again. Suddenly he found it hard 
to keep the breakfast down. 

Shortly after his arrival at school, it did come 
up. He was sent home by the principal with a 
dear conscience to have a day in bed. The prin¬ 
cipal telephoned his mother, who immediately 
became concerned. She put Jo to bed in the guest 
room and made a fuss over him such as he had 
not experienced since he was quite a small boy. 
His sister came in and showed him her wedding 
presents; his brother stopped and had a talk with 
him before going out in the evening, an event 
which had not occurred for months; and his 
father spent the evening reading to him. 

This upset stomach had a high value: no arith¬ 
metic test, and solicitude from all the people 
from whom he had been wishing attention for 
some time. The next time Jo was faced with a 
difficult situation and there was a queer feeling 
in his stomach, it was no longer necessary to go 
through all the preliminary steps. Now meals 
just come up without further consideration on 
his part. 1 

The child’s convenient illness often brings 
about considerable sympathy and attention. 
Later the same child meets problems for 
which he lacks requisite skills or energies to 
solve. The poorly adjusted individual cannot 
admit to himself his own lack of courage to 
make direct attack upon his problems or 
duties. That would lower his sense of self- 
worth. However, the old habits of evasion 
through ailment take place subconsciously 
because the pattern for that kind of adjust¬ 
ment has been used in the past. His ego is 
sustained because he himself is not aware of 
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the true cause of his ailment. He believes that 
he is ill. In fact he is ill, but the origin of the 
illness has been forgotten. He repressed the 
recognition of his inabilities or deficiencies. 

We must not confuse Repression with Suppres¬ 
sion. The latter is a conscious process; we use 
it when we force an idea out of our minds by 
deliberately attending to something else. A person 
gets a letter containing bad news on the morning 
of an important examination; he forces himself 
to put it aside and go through with the examina¬ 
tion. In other words, he suppresses his tendency 
to grief or anxiety for the time being. If it were 
repressed, he would forget that he had ever had 
the letter. Such repression does occur, especially 
in certain neurotic types of personalities, but not 
out of a clear sky; that is, the matter repressed 
is connected with earlier conflicts which under¬ 
went repression. A young woman stenographer 
lost her job because she forgot to transcribe an 
important letter, and when she maintained that 
she had not taken it she was thought to be lying. 
The letter was addressed to a man whose name 
was that of a former sweetheart who had jilted 
her. The normal adult, apparently, does not make 
much use of repression; he handles his conflicts, 
his griefs and disappointments, in other ways. 7 

The executive whose office boy reports on 
the first day of the baseball season that he is 
too ill to work but at the same time winks 
knowingly to the boss, who himself enjoys 
baseball, has insight into the “illness.” In 
contrast to the office boy, the stenographer, 
an introverted spinster, may have a splitting 
headache and find it necessary to go home 
and go to bed. She probably lacks insight into 
her adjustments because she fails to recognize 
that her illness is her subconscious method of 
avoiding a visit from a former classmate who 
always could capture more boy friends than 
she could. 

Many ailments do have an organic basis, 
but some are wholly or partially functional. 
We must bear in mind that a pain is felt 
through the mechanisms of the brain rather 
than only at the point of injury. We say that 
the pain of the psychoneurotic is in his 
“head.” Well, all pains are felt in the head. 
Surgeons tell us that, when they sever the 
foot of a soldier, the soldier can still “feel” 
the ache of his corns or the bedclothes press- 
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ing on his “foot.” The war veteran who had 
both feet cut off and yet predicted the 
weather from the aches of his corns was not 
merely “joshing” his hearers. Stimuli passed 
over certain nerve tracts which formerly con¬ 
veyed impulses from his corns, and the re¬ 
sponse in his brain was quite the same as it 
had been before he had had his feet cut off. A 
psychological pain, therefore, is just as pain¬ 
ful as an organic pain. We do our friends an 
injustice when we tell them that they only 
imagine the pain and that, if they wanted to 
do so, they could forget it. They are not 
helped by scoldings. Rather, they become 
worse. But, on the other hand, we should not 
coddle the patient. 

Some pains are conditioned responses, as 
we can readily see in many children. If father 
sits down to the table and tells mother that 
spinach gives him indigestion, the little mem¬ 
bers of the family tend to develop the same 
symptoms when required to eat their spinach. 
Mothers who suffer from painful menstrua¬ 
tion condition their daughters to the same 
pains when they reach maturity. Epidemics of 
various sorts have been reported in schools, 
after one child had a real or a functional ail¬ 
ment that impressed the other children. For 
this reason, intelligent teachers and parents 
do not discuss their aches and pains in the 
presence of children. 

Medical students often develop the symp¬ 
toms of the patients whom they study. When 
the writer arranges tours through state hos¬ 
pitals for the benefit of his students, he 
usually finds that one or two students develop 
enough symptoms to require some form of 
treatment. In some cases the student must be 
sent to a psychiatrist for mental treatment 
before he recovers. Suggestion, no doubt, 
plays an important part in many of our func¬ 
tional illnesses. 


Functional Illness Enables the 
Individual to Evade Barriers 

In this discussion, we want to give em¬ 
phasis to the part that illness plays as a 
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means of escape from unpleasant problems. 
The classic case of the girl who was engaged 
to the man she loved and became totally deaf 
when she realized that he no longer loved her 
is illustrative of a definite attempt to escape 
reality through illness. She became deaf on 
the evening when her sweetheart called with 
the express purpose of telling her that he no 
longer loved her and wished to be released 
from the engagement. Deafness enabled her 
to evade the problem. 

Illness may be an escape from an unpleas¬ 
ant situation even though such an adjustment 
will not be admitted or recognized by the 
patient. One businessman of unusual honesty 
borrowed money from his relatives and friends 
and earnestly expected to be able to pay it 
back from anticipated profits. Unfortunately, 
the business did not prosper and the money 
was lost. The debtor could not face his 
creditors; nor could he commit suicide be¬ 
cause he loved his wife and child. Suddenly 
he became totally blind and has remained 
blind for several years. The examining phy¬ 
sicians are convinced that the blindness has 
no organic cause. Strange as it may seem, his 
blindness is not a barrier to him but is an 
acceptable mode of adjustment to an other¬ 
wise unbearable situation. 

Sickness not only keeps fearful men out of 
battle but also enables new employees to seek 
to evade failure on the new job, as reported 
by one executive: 

In this connection I might say that it has been 
a continual source of amazement to me how fre¬ 
quently men stay home during the first few weeks 
on a new position. One would imagine that noth¬ 
ing short of serious illness would prevent prompt 
and regular attendance on the job until it was 
thoroughly mastered and a competent understudy 
was on hand to keep things properly moving. But 
such is not the case. 3 

Thousands of employees are uncertain re¬ 
garding their abilities and, being unable to 
admit their limitations, they may make an 
adjustment by becoming sickly. Sickness is 
often an acceptable excuse for vocational 
mediocrity or failure. Many executives, too, 


realize that they cannot achieve outstanding 
business success, and so their desk drawers 
are filled with pills and medicine bottles. 
Sickness, conscious and subconscious in na¬ 
ture, is an acceptable excuse for our inability 
to achieve the eminence we desire. People who 
evade their barriers by means of illness feel 
that employers, teachers, parents, friends, and 
relatives have no right to expect the “sick” to 
accomplish very much when they are "too ill” 
to work. At the same time, they have the 
satisfaction o! knowing that they do drag 
through the day’s work when others tell them 
that they really ought to be home in bed! 

Most members of our American culture are 
sympathetic toward persons who are organic¬ 
ally sick and toward those who use illness as 
a means of evading problems. Almost every¬ 
one is practically encouraged to use illness as 
an excuse for failure. This situation should 
lead us to be suspicious of the real reason for 
any illness which is not obviously caused by 
some organic condition. Furthermore, a 
knowledge of common adjustment patterns 
which include illness should enable us to 
choose more intelligently the person with 
whom we work or live, such as the employee 
or the mate. 

The young man or woman in love as well 
as the executive should be able to recognize 
the more common patterns for maladjustment 
such as neurasthenia. A neurasthenic wife, 
for example, is the kind of spouse who keeps 
her mate busy propping up a partner who 
insists upon being hard to live with. The 
neurasthenic mate is a true psychological 
‘ball and chain.” For the lover, the time to 
recognize the neurasthenic is before marriage; 
not after. For the executive, the best time to 
deal with psychoneurotic employees is before 
they are hired. Of course, if the prospective 
neurasthenic mate or employee has compen¬ 
sating qualities, the marriage or employment 
may be satisfactory, but the one who must 
bear the effects of their maladjustments should 
be aware of the extra load he will have to 
carry. The person who knows the syndrome 
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(pattern of symptoms) of the more common 
psychoneurotic ailments has an important 
advantage in human relations. 


Many experts refuse to classify the ineffec¬ 
tive adjustment patterns that are commonly 
found in the behavior of psychoneurotic per¬ 
sonalities. Their objection is that few cases 
of “perfect” patterns of symptoms are found 
among clinical patients. Combinations of cer¬ 
tain symptoms are common, however, and our 
discussion will include the use of the more 
common terms in this division of psycholog¬ 
ical literature. 

The terms psychoneurosis and neurosis are 
used interchangeably by many psychologists. 
In this book the term psychoneurosis is used 
the more often. It does not designate a specific 
disease. Rather, it indicates a level or degree 
of severity in maladjustment. It refers to a 
level between the psychosis, or insanity, and 
an inappropriate adjustment, such as a simple 
defense mechanism of little seriousness. A 
psychotic is incapacitated for his world. The 
neurotic is poorly adjusted to it. A humorous 
distinction between the psychotic and the 
neurotic is that “To the psychotic, 2 and 2 
make 5. To the neurotic, 2 and 2 make 4, but 
he’s unhappy about it I” Generally, it is be¬ 
lieved that neuroticism and psychoticism are 
separate dimensions of personality and that 
the former seldom leads to the latter state. 4 
We should realize that many psychoneuroses 
provide the patient with relief from his anxie¬ 
ties. This is especially true of the psycho¬ 
somatic and psychophysiologic disorders— 
they hardly ever mature into psychoses. 5 

Some experts classify the psychoneuroses 
with organic ailments. Psychoneuroses often 
do involve many physical symptoms, such as 
headache, backache, indigestion, constipation, 
and dysmenorrhea. The extent to which these 
bodily symptoms are cause or effect or mere 
accompaniments of maladjustments is un¬ 
known. However, we shall describe these 
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symptoms for the benefit of the psychological 
neophyte so that he can recognize them when 
he finds himself, his friends, or his employees 
having the reactions characteristic of the 
psychoneurotic. 

Neurasthenia means literally asthenia, or 
exhaustion, of the nerves. It is often called 
nervous exhaustion or nervous breakdown. 
However, it is really not so much an exhaus¬ 
tion of nerve energy as a case of misplaced 
energy. It is more common among women 
than among men. The main symptoms in the 
syndrome are (a) chronic bodily fatigue, (b) 
irritability (occasionally the patient exhibits 
pronounced exhilaration, but this is soon fol¬ 
lowed by fatigue and irritability), (c) in¬ 
ability to concentrate attention on any one 
task, (d) bad temper, (e) moodiness, (f) 
self-analysis and self-pity and (g) hypo¬ 
chondria, or excessive attention to the func¬ 
tioning of the bodily organs, with continued 
functional pains, is a frequent accompani¬ 
ment. As soon as the doctor shows the neu¬ 
rasthenic that she cannot have that kind of 
pain where she has located it, she then claims 
that the pain has moved to some other part 
of the body. The more attention the pain 
receives, the worse it becomes. Some people 
easily develop symptoms of various ailments 
when they read descriptions of the different 
maladies. 

For this reason it is well to keep medical 
books in the physician’s office and the public 
library. They should not be in most homes. If 
the housewife is tempted to buy medical 
books, let her buy, instead, a book on how 
to operate a tourist home or how to rear her 
children. 

Wh at are the cause s? Some men attribute 
neurasthenia to heredity, but it is generally 
considered to be due very largely to an in¬ 
ability to face reality. It is an evasional de¬ 
vice. As in most psychoneurotic ailments, the 
evading individual is likely to be in a state of 
conflict between his instinctive tendencies and 
his intelligent strivings. A housewife, for ex¬ 
ample, has instinctive urges to meet and enjoy 
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the company of handsome men whom she 
likes, but she also knows that she must obey 
the rules of conduct of our culture. In her 
conflicts, physiological imbalances arise in her 
nervous system. Freud concluded that neu¬ 
rasthenia was nothing more nor less than the 
expression of suppressed sexual excitement. 6 

Neurasthenia may be accentuated by bad 
habits such as late hours, sexual excesses, and 
alcoholism. The endocrine glands may be a 
factor in the psychoneurosis, but that has not 
been demonstrated as yet. The strenuous life 
of the present age is supposed to be respon¬ 
sible in many cases. This is hardly correct. 
The stress of modern life for many people 
lies in the fact that they do not have enough 
important things to do. This applies par¬ 
ticularly to the women of the middle and 
upper income classes. Labor-saving devices 
have eliminated most of the hard but benefi- 
cient labor of the American home. In addition 
to finding themselves more or less useless, 
many women have a kind of indefinable, unful¬ 
filled longing to be something or to do some¬ 
thing worthwhile. Many are out of the gen¬ 
eral scheme of things except as spectators or 
as they concoct something to do. 

A device commonly chosen by an idle 
woman to escape neurasthenia and to make 
herself a part of the scheme of things is to 
"take up a cause.” She hears that certain 
factory workers are underpaid and so starts a 
home for them; or she finds that some dogs 
do not have homes, so she starts a home for 
homeless dogs. Some of these "causes” are 
quite worthy and legitimate, but they are not 
a natural part of the lives of these women. As 
the term expresses it, "the cause is taken up.” 

Attaching one’s self to a cause is better, 
however, than seeking relief in a continuous 
round of social pleasures. When a woman has 
a so-called nervous breakdown, because she 
has dashed from one meeting to the next 
meeting, then to a show, and then to a dance 
and supper at breakfast time, the breakdown 
is really caused by mental factors that caused 
her to dash around in circles. The rushing 
around to functions is merely the expression 


of a lack of adjustment to life, and the break¬ 
down is just a nice name for a maladjustment. 
When effort is the result of conflict or disturb¬ 
ing anxiety and not a part of an integrative 
plan of living, then the effort becomes fatigu¬ 
ing and unsatisfying. The individual becomes 
irritable and moody. Life is futile. 

What are th e_remedies?_,T he usual method 
suggested by physicians is to take a rest cure 
at home or in a sanatorium. A rest cure of 
the right kind—a cure that builds up the 
integrative adjustments as well as the body— 
is desirable. Many cures, however, are more 
harmful than beneficial for neurasthenics. If 
the patient merely goes to a new environment 
where she sits down and does nothing, she is 
not helped to build a new philosophy of life 
that will revitalize her. Temporarily the rest 
is helpful if it removes the patient to an 
environment which does not have some of her 
old problems, and in so far as the maladjust¬ 
ment may be accentuated by a rundown 
physical state. 

If the attention is directed to the bodily 
organs or functions, harm is done. Sensations 
of pain and discomfort are soon established 
even though the organic state is perfect. De¬ 
tailed attention to the diet often makes the 
indigestion worse. The physician’s questions 
regarding symptoms are interpreted to mean 
that the symptoms are present and sug¬ 
gestibility runs wild. 

Pains and aches should be minimized by 
friends and associates, and the patient should 
be given mental pictures of health and 
strength rather than pity and sympathy. 
Make her feel that she is missing fun by her 
illness. Social contacts should be with those 
of dynamic, positive personalities. The mental 
imagery should be of a very happy sort. Auto¬ 
suggestion is of value if the patient can be 
trained to apply it with complete belief. If 
she can do so with conviction, it is well for 
her to renew her interest in some religion and 
to acquire a philosophy of her own. 

The real problem is that of getting the pati¬ 
ent to live outside herself rather than within 
her own feelings. She should acquire absorb- 
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ing and satisfying work that fits into some 
plausible scheme for her own philosophy of 
life. Work which necessity forces her to do is 
the main help. Mental re-education is the best 
route to attain this end of a healthy outlook; 
but the whole scheme of treatment is more 
easily applied on paper than to the patient. 
Most of these patients are not ill enough for 
scientists to spend much time and effort on 
them, and so they are neglected and allowed 
to grow worse. Neurasthenia is exceedingly 
difficult to relieve for any great length of 
time, and it is much harder to cure. One les¬ 
son that the neurasthenics indicate to the 
parent is that his son and daughter should be 
required to work at some steady occupation 
which is worthwhile to society and to the 
individual. From the standpoint of sound 
mental adjustment, we should have many 
women going into business or some other kind 
of work, unless they are, of course, needed in 
the home. If business will not accept them, 
then we must expect to have more neuras¬ 
thenic wives and daughters and to supply 
institutions and “causes” to take care of 
them. 

It is difficult to secure data to prove that 
women are more afflicted with neurasthenia 
than are men, but many physicians judge this 
to be true. If so, it may be partly caused by 
the fact that we are more solicitous of girls 
than of boys. When Johnnie, aged six, comes 
into the house, crying because of a skinned 
nose, we tell him, “Be a man and stop cry¬ 
ing.” When his sister, aged eight, comes into 
the house crying because of a skinned knee 
we tell her, “Well now, that is too bad. Let’s 
see that knee. Maybe we can put something 
on it to make it feel better.” We still give 
women the impression that they are weaker 
than men and, therefore, that we must defer 
to them because they are women. Daughters 
should be required to work just as much as 
sons. The work may be different, but they 
should sense the joy of a positive productive 
life rather than the negative attitude of atten¬ 
tion through illness. 

Psychasthenia is a group term used for 


tendencies such as obsessions, manias, impul¬ 
sions, and phobias. 7 In recent years the gen¬ 
eral term has been almost discontinued, be¬ 
cause it is more accurate to treat these 
tendencies as specific forms of maladjustment. 
The individual with a mania may have a 
strong impulse to set fire to his home, to 
steal money, or to injure someone. Some psy¬ 
choneurotics wonder whether they are alive 
and whether they are really themselves. Some¬ 
times the world seems to be closing in about 
them and crushing them. They know that 
their fears and impulsions are without any 
real basis, but still they continue to fight 
them. We are not concerned here with the 
true or completely psychasthenic patient, but 
rather with the psychasthenic tendencies that 
are found among the members of the office, 
the school, and the home. 

Many physicians consider the anxiety syn¬ 
drome the most frequently observed form 
of the various functional illnesses. Typical 
symptoms are a constant feeling of tension 
and apprehension, headache, irritability, in¬ 
somnia, desire to be alone, mental weariness, 
and feelings of unreality. Psychosomatic 
symptoms are dilated pupils, tremor of out¬ 
stretched hands, increased pulse pressure, 
flushing, giddiness, perspiration, breathless¬ 
ness, and feelings of suffocation. No one 
patient has all symptoms. 8 The presence of 
many of them, however, is recognized by 
those trained in psychosomatic medicine as a 
signal to treat the emotional as well as the 
organic causes. 

In addition to psychoneurotic symptoms 
such as manias and phobias, we have other 
milder and more common negative-value 
tendencies. 

Worry is the most common tendency under 
this heading. In general, we consider worry 
an unpleasant mental state, and yet, like any 
other habit that is continued, it may become 
agreeable in its own way. A worry may hide 
a symbolic wish, as does the excessive worry 
regarding the health of a wealthy uncle whose 
money we hope to inherit, but we never dis¬ 
cuss the wish with ourselves. A boy worries 
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about the welfare of his mother when she 
goes away from home. Inasmuch as she has 
kept him tied to her apron string, he experi¬ 
ences a sense of relief and may secretly hope 
that the train will be wrecked in order that he 
may be completely free. A mother sends her 
children out to play, and when they do not 
come home at the usual time, she worries; 
partly because of the fact that some neigh¬ 
bor’s child was lost or killed, but also because 
she will have a greater thrill when the chil¬ 
dren do come back. In many cases the worry 
is a kind of thrill or a preparation for a thrill. 
It relieves the monotony of housework. Worry 
may also be a kind of mental random move¬ 
ment which can be made for the solution of 
a problem when physical attention is im¬ 
possible. 

Temporary worry is not so great a problem 
as the persistent apprehensive variety of 
worry regarding one’s financial status, health, 
or studies. In many cases there is just cause 
for worry on these subjects, but the psychas¬ 
thenic does nothing about it. If a student is 
failing in his studies, he should not worry 
about it but get to work. If a person worries 
about his health, the answer is to have a 
thorough physical examination and then, if 
the worry is unjustified, stop it. But here 
comes the difficulty. When the chronic wor¬ 
rier is told all about the fact that he has no 
real reason to worry, he still continues to 
worry. For this reason, it is well to ask the 
expert in worry whether he really wants to 
stop worrying. Even if he answers, "Of course 
I do,” he should have the idea emphasized 
most strongly that he must really want to 
stop worrying before he can reduce his wor¬ 
ries. He must determine to picture in his 
mind positive, healthful, pleasant images 
rather than the expected unpleasant imagery. 
Furthermore, he must put into effect definite 
schedules of work and recreation which will 
help to develop new mental habits in dealing 
with his problems. He must achieve insight. 
If he cannot gain insight into the basic cause 
of his worry, such as the pressure of a con¬ 
flict, he will need the assistance of a clinician. 


Stage fright is a common negative-value 
tendency. Why should anyone be fearful 
when he speaks before others? If he has 
nothing worth saying, he can simply say so 
and sit down; but, if he has a message of any 
importance, he ought to be glad to give it to 
his fellows. Of course, a talk in public puts 
one in a position where the ego is liable to 
be assailed. The speaker knows that some 
members of the audience may know more 
about the subject than he does, and he fears 
their disapproval. This can be overcome by 
the speaker’s frank acknowledgment that he 
is presenting his own experiences or views 
and that he would like others there to tell 
him wherein he is wrong. This does not mean 
that the speaker who is called upon for a 
five-minute report or discussion should then 
spend a half-hour in making apologies. Nor 
need his talk begin with an apology. But his 
attitude should be that of the student and 
learner rather than that of the polished ex¬ 
pert. In fact, very many of our psychological 
difficulties, particularly our self-conscious 
feelings and fears, would vanish if we could 
only get ourselves into the mental state of 
the true student. The true student seeks truth 
and the facts. Whatever his searches may 
uncover, it will not jeopardize his ego, be¬ 
cause his ego is not involved. The true scien¬ 
tist is interested in finding the things that 
fail as well as the things that succeed, because 
he wants to know all aspects of the problem— 
not just those that give him prestige. 

If the speaker makes up his mind that 
speaking in public is an opportunity for him 
to exchange ideas with his fellows and at the 
same time an opportunity to learn more than 
he can give, he is likely to have little trouble 
in speaking anywhere, unless he has had a 
serious shock while speaking in public. If he 
has had a decidedly unpleasant experience 
while speaking in public, then he will have to 
regain his ease of speaking by gradual steps. 
He should begin on small and sympathetic 
audiences. He should practice on people who 
know much less than he does of the subject 
he talks about. He should get away from the 
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idea that he is competing with anyone. He is 
just going to tel! what he knows as clearly 
and as well as he can, and thereby he hopes 
to learn more himself. 

Abulia or the abulic obsession is also a 
common negative-value tendency. This term 
is applied to the inability to get started on the 
job that awaits our action. We have a report 
to prepare or a call to make. We often find 
ourselves postponing it and procrastinating 
until we are too embarrassed to do it. This is 
one reason why operating a business accord¬ 
ing to a definite schedule is better than trust¬ 
ing to the initiative of the employees. A large 
part of the executive’s work consists of set¬ 
ting schedules for his associates and then 
seeing that the schedules are followed. Almost 
everyone often finds himself unable to do the 
things that he wants to do but somehow never 
gets done. The answer is to make a schedule 
for his annoying hang-over tasks. The stu¬ 
dent, for example, should set a definite date 
when an assignment is to be completed, and 
at once start a small part of the task. He 
should not plan to complete the whole job or 
a large part of it at one sitting, but should 
make the outline, and then he will find that 
he can continue for a reasonable length of 
time. 

Another help is “whenpecking.” By this is 
meant enlisting the cooperation of one’s col¬ 
leagues. The businessman can, for example, 
tell his wife or secretary that he wants to 
finish a task by a certain date and request 
her to jog his memory occasionally. Some 
evening when he may have made up his mind 
to go to a stag party, his wife will say: “When 
are you going to finish that fourth lesson in 
business management?” He may be more or 
less offended at the insinuation, but he will 
know that she is right and probably will get 
busy on the important task. 

When dangerous and irrational negative- 
value tendencies are persistent, such as the 
handicapping phobia, compulsion neurosis, im¬ 
pulsions to say indecent words in public, and 
the desire to injure some person who is loved 
and admired, then it is well to consult the 


psychiatrist. These impulsions are symbolic 
of patterns which have been connected with 
the adjustment of the individual to some 
unrecognizable and inadmissible impulse, such 
as the sex impulse. 

Hysteria is a word used in many different 
ways by the psychiatrists, but it is most fre¬ 
quently applied to certain unstable emotional 
states that come and go without apparent 
cause. An example is that of a housewife who, 
while busily engaged in her housework, such 
as sweeping the kitchen floor, suddenly breaks 
forth into a fit of intense weeping. She may 
cry bitterly for a few minutes and then pick 
up her broom and resume her work. When 
she is asked why she cried she says that she 
did not cry. She is unable to recall the inci¬ 
dent because of her mental dissociation. In 
many cases the individual also acquires a 
paralysis of a limb or an area of anesthesia, 
or has tics and tremors, or may be in a state 
of mental stupor and have strong delusions. 

Hysteria is a mental disorder which is 
characterized not by hysterical behavior such 
as crying but by mental dissociation. One 
famous case of hysteria had a history of five 
different personalities. 9 Hysteria often in¬ 
cludes pronounced disturbances in bodily and 
mental activity and may result in illnesses 
such as hysterical blindness, as in the case of 
the businessman who became blind after he 
was unable to pay back money borrowed for 
his failing business, mentioned on page 92. 

In some cases of hysteria the patient seems 
to acquire his functional ailment as an accom¬ 
paniment of emotional outburst. In the ordi¬ 
nary case of invalidism, the patient acquires 
the chronic ailing more slowly. Invalidism 
is more common among intelligent persons. 
Hysteria is more common among children 
and adults of low intelligence than among 
persons of high intelligence. The hysteria 
patients have a tendency toward simulation 
and delusions. Many of them have falsely 
accused those whom they love. Children have 
caused their parents to be brought into court, 
because they claimed that their parents had 
locked them in the attic or the cellar and 
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had given them no food for days at a time. 

The chief suggestion for all of us is the 
fact that disease may be truly organic, func¬ 
tional, or a combination of the two. If it is 
functional, it is just as serious as if it were 
organic, but it must be dealt with along 
psychological lines. 

About one fourth of all adult patients con¬ 
secutively admitted to Mayo Clinic during 
the course of a study received a diagnosis 
solely of some type of neurosis. Most of the 
neurotic patients were somewhat younger 
than the other members of their occupational 
groups, probably because people tend to be¬ 
come less emotional as they grow older. 
Figures also revealed a somewhat higher in¬ 
cidence of neurosis among women patients. 10 

For supervisors in American industry, 
neuroticism among female workers has been 
reported as an especially difficult problem. 
Dr. Sylvia A. Sorkin in an address before 
a yearly conference of the National Office 
Management Association gave results of a 
questionnaire sent to office managers. Ap¬ 
proximately 900 responded. She told the con¬ 
ference delegates that from a listing of nine 
common office management "headaches” men¬ 
tioned in the survey, the problem of dealing 
with neurotic female workers was rated second 
only in importance to the problem of securing 
well-trained clerical workers. 

Although a third of the executives who gave 
their opinions said that securing trained help 
was their biggest problem, nearly a quarter of 
them ranked the neurotic female as their 
most difficult problem. Neurotic male workers, 
on the other hand, got top billing as a prob¬ 
lem by only 3 per cent of the executives." 

These findings for women in industry are 
not very unusual when we realize that the 
incidence among college students is similarly 
evident. An analysis of almost 600 cases seen 
by Harvard’s psychiatric service in the aca¬ 
demic year, 1956-1957, indicated that about 
one quarter of the students who consulted 
the Health Service were diagnosed as having 
neuroses." 


Also, in the Midtown Manhattan Study 
mentioned in Chapter 2, the study of the 
random sample of 1660 revealed that all but 
18.5 per cent had some degree or kind of 
psychiatric symptoms. Slightly over half the 
population was classified as probably neurotic 
in combination with other symptoms. Of the 
total number of Midtowners classified as to 
mental health, "neurotic types” constituted 
34.3 per cent; "neurotics showing psycho¬ 
somatic symptoms,” 5.7 per cent; "neurotics 
having personality trait disorders,” 16.0 per 
cent or a total of 56.0 per cent of population 
sample. This, however, is actually not quite 
as frightening as one might think. As the 
authors pointed out: the average person in 
Midtown functions with little or no difficulty 
but he has mild symptoms." Obviously, too, 
the members included in classifications of this 
kind vary with the inclusiveness of the de¬ 
finitions. 

Malingering versus neurosis. The executive 
who supervises large numbers of factory em¬ 
ployees sooner or later has the problem of 
deciding whether an employee who claims 
compensation is suffering from an organic 
ailment or is merely malingering. True malin¬ 
gering places a premium on fraud. Both 
malingering and neurosis may spring from 
maladjustments of personality, so that dif¬ 
ferentiation between the two is very difficult. 14 

An analysis of 1,000 consecutive disability 
insurance claims for psychoneurosis was made 
five years after disability had commenced. 
Almost 30 per cent of the cases had been in¬ 
correctly diagnosed. The mortality rate for 
these neurotics also showed that neurotics 
have a distinctly greater life expectancy than 
normal persons and that suicide is very rare 
among them." 

The fact that many neurotics, especially 
hysteria cases, do not have an organic ail¬ 
ment is often indicated by their ability to use 
muscles or limbs in certain situations but 
not when they are at work. One telegrapher, 
for example, could send messages perfectly 
when he knew that his key was connected to 
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a testing machine, but he developed a cramp 
as soon as his key was attached to the main 
line. Many of these occupational neurotics 
can use their muscles very effectively at play 
but are unable to use them in work. The 
expert in diagnosis uses various tests to deter¬ 
mine whether the claimant for compensation 
is malingering or neurotic. Important tests 
are willingness to take medicine regularly, to 
undergo surgical operations, to submit to 
repeated examinations, and the content of 
dreams and conversation. 16 

The occupational neurotic is usually very 
unhappy in his work or hates some part of it. 
Sometimes he merely associates some per¬ 
sonal emotional problem with his work. Neu¬ 
roses of this kind are more likely to occur 
when the worker is unable to quit his job 
because of his geographic isolation, require¬ 
ments of a long-term contract, or enlistment 
in the army. An injury, fatigue of certain 
muscles, or an example of a fellow-worker 
may suggest the way in which the maladjust¬ 
ment can be made to disappear or how the 
patient’s emotional problems can be corrected 
through systematic psychological treatment. 

AlUrglet 

Allergy may be defined as a special sensi¬ 
tivity to a substance that is harmless to most 
individuals. We all know persons who cannot 
eat certain foods without distress. Others 
cannot be in the presence of furry or hairy 
animals without developing asthma or skin 
eruptions. About 10 per cent of the people 
of the United States are allergic to a marked 
degree and another 40 per cent to a minor 
extent. Wheat foods, eggs, and milk are the 
most common causes of food allergies. The 
victims develop certain itches, aches, sneezes, 
and wheezes. 

Some allergies are undoubtedly of organic 
origin, but many appear to be psychological. 
For example, one woman always suffered from 
asthma when she went to a certain railroad 
station. Someone told her that the station dust 


was of an unusual chemical nature and that 
she could be cured by having an injection of 
the dust. Her doctor injected her with a solu¬ 
tion of common salt. After that the attacks 
of asthma ceased. 17 

An interesting study of totemism and al¬ 
lergy among inhabitants of Ponape, a North 
Pacific island, has been reported. Physical 
symptoms of allergy types were found in a 
fair proportion of those Ponapeans who vio¬ 
lated totemic food taboos, the symptoms re¬ 
sembling those found in the United States 
among persons who felt guilty about violating 
prohibitions established by parents in regard 
to sexual and aggressive behavior. Increases 
in hostile feelings among some individuals 
brought out both an increased tendency to eat 
forbidden fruits and an increased tendency 
to react to them. Thus, some allergists believe 
that true food allergies are rare in adults and 
that both in the United States and the island 
of Ponape, food allergies are caused by emo¬ 
tional disturbances resulting from engaging in 
tabooed activitiy. 18 



" Darling. this is our lost night together. Tomorrow my 
hoy fever starts." Courtesy of Crowell-Cotlier Publishing 
Co. 
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" Psychosomatic " Illnesses 

Every newspaper reader has become ac¬ 
quainted with the term “psychosomatic.” To 
many people, unfortunately, it implies that 
the mind causes the ailment of the body. 
They imagine that psychological and phy¬ 
siological functions are separated. To over¬ 
come this erroneous dualistic assumption, the 
Army psychiatric classification system uses 
the term somatization reactions. Reactions of 
this kind are brought about by interactions of 
nonseparable organic and psychological fac¬ 
tors. Measurable damages are caused by the 
tissues and structures of the body. Peptic 
ulcers are an example. 

Psychosomatic disorders may be regarded 
as somatic symptoms which, in some cases, 
can be successfully treated by methods effec¬ 
tive in treating psychic symptoms. 19 

There is still much question about the cause 
and effect relationship between the so-called 
psychologically induced ailments and emo¬ 
tional problems of people suffering from these 
afflictions. Does the emotional state of an 
individual precipitate his illness, or does the 
illness itself bring about personality changes? 

While the etiology (origins) of a disease 
may differ some diseases are not to be ap¬ 
proached exclusively through treatment of the 
mind and others exclusively through treat¬ 
ment of the body. Ideally, all medicine should 
be psychosomatic, with the mind and body 
being treated as a unit. 

Studies of patients having arthritis, colitis, 
and obesity indicate that many have deep- 
seated resentments or feelings of guilt. Their 
resentments are likely to be directed against 
employers, members of the family, or teachers. 
When primitive men were aroused to anger 
against an enemy, they could expend their 
aroused energies against the enemy. Although 
civilized men are also aroused to anger, 
their heightened bodily activities cannot be 
promptly expressed, so they suffer a prolonged 
state of anxiety. When a man loses his job, he 
has the same fears experienced by his cave¬ 
man ancestors who needed food, but the 


stronger heartbeat and extra secretions are 
now superfluous. The biochemical changes 
which facilitate adjustive action must be sup¬ 
pressed, but suppression does not remove 
them. The aroused bodily resources find ex¬ 
pression in protective and aggressive reactions 
of asthma, arthritis, duodenal ulcer, allergies, 
and hundreds of other apparently unrelated 
manifestations.* 0 

A tension-wrought individual may have 
need for the satisfaction of unbearable feel¬ 
ings of hunger. Unbearable hunger may be a 
displacement of a generalized need for pleas¬ 
ure, a substitute gratification of sexual drives, 
or for a tendency toward self-destruction. 
Other neurotic needs which may be connected 
with the development of obesity are feelings 
of boredom, loss of love, lack of challenge, or 
limitless greed. Flight into obesity may be a 
way of avoiding contact with people. How¬ 
ever, it is erroneous to assume that overweight 
is always an abnormal condition that should 
be removed by dietary restrictions. For many 
people, acquiring excess weight is an im¬ 
portant factor in their adaptation to life and 
may serve as a protection against more serious 
maladjustment or illness. The assessment of 
the psychological factors that contributed to 
the weight should be made before initiating 
marked changes in the weight pattern of the 
individual. 21 

Str«i» a* a Factor 
In Psychosomatic Ailments 

Most of us have experienced emotional 
stresses: fears, worries, conflicts, or anxieties 
that had a correlative relation to onset of a 
bodily disorder as exemplified by the well 
known “nervous stomach.” Physicians and 
laymen often report cases of psychic distur¬ 
bances that induce disorders such as skin 
eruptions, respiratory difficulties, and allergic 
asthma. The one body system that is espe¬ 
cially vulnerable to the effects of emotional 
stress is the gastrointestinal tract. 

One of the earliest investigations of gastric 
processes and emotional stress was reported 
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in the early 19th century when a U.S. Army 
surgeon was able to make systematic observa¬ 
tions of certain digestive processes through 
the cooperation of a young Canadian who had 
a fistula or artificial opening to his stomach 
as a result of an imperfectly healed gunshot 
wound. Later researchers conducted further 
studies on men who had similar injuries. 
They found that when the subject experienced 
feelings of anxiety or aggression, the gastric 
secretions increased and the stomach wall was 
engorged with blood. Seemingly, physiological 
changes of this kind were forerunners of 
ulcers. 

More advanced experiments concerning the 
earlier findings have been conducted, some of 
the most significant experiments have been 
made with animals. Important findings are 
that not every kind of emotional stress pro¬ 
duces ulcers. And a given kind of stress will 
produce ulcers in one subject but not in 
another. Some especially significant studies 
have been made with monkeys by researchers 
of the Division of Neuropsychiatry, Walter 
Reed Army Institute of Research. 

In some of the Institute investigations, 
monkeys were kept in restraining chairs where 
they could move the head and limbs but not 
the body. The monkeys were trained, condi¬ 
tioned behaviorally, to avoid a mild electric 
shock by pressing a lever in say, once every 
20 seconds. Monkeys learn a procedure of 
this type very quickly. 

Early findings from the experiments sug¬ 
gested that the monkeys who developed ulcers 
did not do so as a result of the psychological 
stress involved but apparently as a result of 
the cumulative effect of the shocks. To test 
this hypothesis, more controlled experiments 
were conducted in which two monkeys were 
restrained in “yoked chairs”—both monkeys 
received shocks but only one of the pair could 
prevent them by pressing a lever. The respon¬ 
sible member of the pair soon learned that 
he had to press the lever only during those 
periods when a red light was turned on in 
the room. A six-hours-on and a six-hours-off 
schedule was followed with the first pair. 


After 23 days, autopsies showed that the 
responsible member of the pair had a large 
perforation in the wall of the duodenum, the 
upper part of the small intestine and a com¬ 
mon site for ulcers in human beings. The 
control monkey who was not obligated to 
press the lever showed no gastrointestinal 
abnormalities. Repeated experiments have 
confirmed the findings from the first pair. 

The significant conclusions, however, are 
not as simple as indicated by the findings 
obtained from the first yoked pair. Later 
experiments indicate that the crucial factor is 
not in the mere accumulation of stress effects 
nor in the degree or frequency of stress but 
the relationship between the length of the 
stress period and the length of the rest period. 
The six-hours-on, six-hours-off schedule pro¬ 
duced ulcers and other somatic disorders but 
certain other schedules failed to do so. 

A tentative conclusion seems to be that 
emotional stress must be intermittent if it is 
to cause ulcers. Some patterns of continuous 
emotional stress-rest seem to permit the sub¬ 
ject to make an adjustment under which 
ulcers do not occur. If the periodic emotional 
stress is to bring about an ulcer, the period of 
stress must conflict (or perhaps coincide) 
with some natural rhythm of the gastro¬ 
intestinal system. 

The nature of these rhythms as well as 
many other factors involved in bringing about 
ulcers are still unknown. Further researches 
are in progress. Laboratory studies of the 
kind conducted by the Institute and elsewhere 
are opening up new horizons in the under¬ 
standing and alleviation of psychomatic ills in 
man.” 

Most members of the general public assume 
that business executives suffer from stress 
because of their work load. However, the Life 
Extension Foundation analyzed data concern¬ 
ing 6,013 businessmen, 179 companies, on all 
levels of management and concluded: 

The extent and degree of executive stress are 
far less than is popularly believed.... The ten¬ 
sion that does exist—and the accompanying ill 
effects of such stress—stem from within the indi- 
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\idual executive rather than from any outer 
forces of his living or working environment. 23 

Further researches may vindicate the belief 
from experimental studies that every person 
has his own natural stress level at which his 
mind and body function without ill effects. 
When deviations are forced beyond the indi¬ 
vidual’s natural base-line, ill effects follow. If 
this is true, it may be just as bad to restrain 
a naturally energetic person from functioning 
at his intense pace as it is to force a slow¬ 
paced individual to perform at an unnaturally 
rapid rate. 24 

This point of view would seem to be con¬ 
firmed by a six-year, 1956 through 1961, 
study of 86,750 du Pont Company executives 
and subordinates. The researchers found the 
annual heart attack rate among vice presi¬ 
dents, plant managers, assistant plant man¬ 
agers, district sales managers, laboratory 
directors, division managers and departmental 
general managers was only 2.2 per 1,000 em¬ 
ployes. By contrast, the highest risk group, 
which included foremen, clerical supervisors 
and other lower-level management personnel, 
had a rate of 4 per 1,000. 

Skilled, semi-skilled and unskilled wage 
workers as a group had an intermediate rate 
of 3.2 per 1,000. The middle-management 
workers just below the executive level had a 
rate only slightly higher than executives: 2.5 
per 1,000. The rate among the lowest level 
salaried workers, mostly clerical workers, was 
3.7 per 1,000. All statistics were adjusted for 
average age differences. 

In attempting to explain the low rate 
among executives, the researchers offered: 

Stress cannot be measured or described by the 
external circumstances with which a person must 
contend, but rather by his reaction to these cir¬ 
cumstances. One man’s stress may be another 
man's pleasure. 

Thus the demands of a top-management job 
may be no more stressful than situations com¬ 
monly encountered by persons in lower job levels, 
at work and at home. Secondly, men chosen for 
advancement may be those whose personal quali¬ 
ties are characteristic of both executive talent and 
resistance to coronary disease. 


It is conceivable, for example, that in selecting 
persons to assume greater responsibilities, super¬ 
visors and managers, knowingly or unknowingly, 
may tend to choose the better adjusted individu¬ 
als, who by virtue of their personality and psychic 
state are better able to cope with life’s stresses 
in general. 25 

Some evidence is developing which indicates 
that stress should be viewed in the positive 
as well as in the negative sense. This was 
shown in one series of experiments that was 
conducted with infant rats to learn how the 
effects of stressful experiences in infancy 
affect the behavior of the later adult orga¬ 
nism. When the investigations were begun, 
the infant rats of one group were subjected to 
mild electric shocks, scheduled at the same 
hour each day. Those of a second group were 
placed in shock cages but were not given 
shocks. Those of a third group were left in 
the nest and not handled at all. It was as¬ 
sumed that when the members of the first 
group reached adulthood, they would show 
signs of emotional disorder. Surprisingly, it 
was the members of the control group, the 
ones not handled at all that behaved in a 
peculiar manner. The behavior of the shocked 
rats could not be distinguished from that of 
the group that had experienced the same 
handling but had been given no electric shock. 
The results of the experiment caused the in¬ 
vestigators to reframe their research question 
from concern about the effects of stress to the 
effects of the absence of stressful experience 
in infancy. Some stressful experiences are 
after all part of the normal life of infants. 
Apparently, certain degrees of stress help to 
bring about benefits. 26 

Psychosomatic medicine and related re¬ 
searches are developing new and more effec¬ 
tive approaches to the relations between 
emotions and bodily changes. 

A famous physician, in an article, “Why 
Medicine Is Not a Science,” has stressed the 
importance of understanding the mental life 
of the patient. Parts of his article are the 
following: 

There are three states of ill health. The first 
is a functional impairment or misuse which is 
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often impossible to detect and may not be noticed- 
by the patient or his physician; the second brings 
definite symptoms of illness; the third brings 
structural changes. At present, patients are rarely 
seen before the second stage has been reached; 
more often, not before the third stage. To try to 
leam about an ailment under such circumstances 
is something like trying to leam about chess by 
watching only the last moves of a game between 
two experts, unaware that the outcome is fre¬ 
quently decided in the first moves.... 

A study of the liver alone eventually becomes 
no study of the liver at all. Nor is this the only 
trouble with such specialization. It overlooks 
also the fact that the person as a whole is some¬ 
thing different from a collection of viscera; the 
wholeness gives some extra, if indefinable, quality 
to the individual organs. Today we pay for our 
knowledge of the parts in ignorance of the whole. 

In ancient Greece the doctor was primarily a 
philosopher and secondarily a physician. He was 
first a student of nature, and secondly a student 
of nature perverted by disease. Despite the great 
technical advances of our day, the future of 
medicine may well depend upon the training of 
physicians who will be once more humanists and 
biologists, as well as chemists and physicists_ 21 

To give these persons whose physiology 
of anxiety incapacitates them a label such as 
“psychoneurotic" or to accuse them of over¬ 
working their imagination does not help them. 
They merely drift from one doctor or faith 
healer to another. What each really needs is 
a reorganization of adjustment habits to know 
the true nature of his emotional problems, and 
to know how to develop new mental habits. 
For some, this may require the skills of the 
clinical psychologist. For other and milder 
cases, the friend or employer may be able to 
say to the psychoneurotic: “The problem that 
is really bothering you, young man, is the fact 
that you fear that the girl friend will tire of 
waiting for you and marry some other man. 
Face the issue. Talk it over with her. If you 
can’t agree upon a practicable program of 
action, let her marry someone else and you do 
likewise. In the meantime, bear in mind that 
I’ll give you my fellowship because I, too, 
once had the same problem.” 

An individual may make adjustments to 
his barriers quite differently from another 


because of differences in the weakness of cer¬ 
tain organs, behavior habits, or constitution. 
As a result of frustration, one person may, 
for example, develop physiological imbalance 
which results in more colds. Another may 
have his repressed rages bring about physio¬ 
logical changes which result in high blood 
pressure or in doing more work. However, all 
persons need a recognition of the close rela¬ 
tion between adjustment and health. For cer¬ 
tain persons, poor health often means poor 
habits of thinking and of conduct. Almost any 
person who wants to feel faint can do so by 
saying to himself: “I am fainting. I want to 
faint.” The neurotic achieves the same kind 
of end by subconscious wishes regarding his 
breathing, digestion, or circulation. An allergy, 
as well as other kinds of ailments, may simply 
be one effect of an evasion of some problem 
which he does not face consciously. 

Remodlot for Invalidism 

What should be done for those unfortunate 
psychoneurotics and others who try to make 
an adjustment to reality by the avenue of 
illness? Scolding will not help them; it only 
increases their problems. They need clinical 
analysis rather than censure. 

A helpful suggestion is not the advice, 
“Use your will,” but instead, “Understand 
the cause of your trouble,” and, “What is the 
real purpose of your behavior?” If the phy¬ 
sician makes exhaustive tests and can find no 
just cause for the illness, then he should ask 
the patient to analyze himself or to have him¬ 
self analyzed for problems which he is evad¬ 
ing. He should try to induce the patient to 
face the barrier which he dislikes to admit to 
himself. He must be convinced that the defect 
or the inability to accomplish his present aims 
should be used to achieve another end that is 
equally acceptable. The main remedy is the 
trite statement that the cause must be re¬ 
moved. To do this may require considerable 
assistance on the part of the psychiatrist or 
the clinical psychologist. Furthermore, in 
cases of serious maladjustment, the patient 
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who is very intelligent and has read a num- 
ber of books on abnormal psychology cannot 
analyze himself and make his readjustment 
alone. However, his special knowledge should 
make him more intelligently cooperative in 
developing better habits of adjustment. 

Children are often told that they are “nerv¬ 
ous” and should not study or work. This is 
a serious mistake. It is far better to allow 
them to learn the joys of strenuous work 
and play. If they are not reminded of illness, 
but are encouraged to face life by direct at¬ 
tack habits, they will seldom develop the 
maladjustments which fond mothers call 
“nervousness.” 

Adults, too, are often told that they are 
“nervous" and should study or work less. This 
advice is usually a mistake. Work does not 
cause nervous breakdowns. Nervous break¬ 
downs are the result of poor mental habits 
when adjustment problems, especially con¬ 
flicts, appear. In the so-called mental break¬ 
downs, the nature and the amount of work 
that the person does is largely irrelevant; the 
emotional reaction of the individual toward 
the work is all-important. If the worker’s 
adjustment habits have enabled him to gain 
satisfactions from the work, the amounts and 
hours of work are incidental. 

If the adjustment history has been essen¬ 
tially positive, the individual can recover 
quickly from strains of work or even “com¬ 
bat fatigue.” Of World War II veterans whose 
afflictions had been diagnosed as “psycho¬ 
neurosis,” those who had combat experiences 
had more severe psychoneuroses than the non- 
combatants. But the combatants had more 
likelihood of improving after service than the 
noncombatants. 28 

Significant influences in some breakdowns 
in civilian life are precipitating factors, such 
as the boss’s domineering manner toward the 
employee, the teacher’s negligence of the 
pupil, the public’s condemnation of a person, 
the husband's niggardliness, or the wife’s 
nagging. VVhen the poorly adjusted person is 
confronted by such barriers, his ongoing 
activities are blocked and a “breakdown” re¬ 


sults. Such a person is not benefited by 
reminders of illness. He needs encouragement 
m performing his daily tasks and in becom¬ 
ing socially integrated. 

Everyone should feel that he belongs in 
the social groups of his environment, but the 
maladjusted person has special need for being 
welcome in his groups. His associates should 
be friendly rather than critical toward him. 
Otherwise he will tend to withdraw into him¬ 
self more than ever and will have more acute 
"pains." The attitude of the associates of the 
adult invalid should be one of encouraging 
him to carry on his work more intelligently 
rather than one of expressing mere senti¬ 
mentality, or pampering. 

As in practically all other maladjustments, 
the patient should be given work to do that 
requires complete attention. Of course, we 
should not ask others to work in order that 
they may be as wealthy or as important as 
someone else. Rather because, through work 
that is adapted to one’s capacities, one can 
achieve the adjustment that comes from doing 
well work within these abilities. If work is 
reasonably satisfying, it may be carried on at 
all hours and for any number of years so 
long as the body is given a normal amount of 
exercise and care. If the well-adjusted indi¬ 
vidual works very hard, he simply gets tired 
and takes a rest. The well-adjusted individual 
uses direct attack in dealing with his illnesses, 
especially those of a functional nature. An 
unusual example of direct attack regarding a 
functional illness may be found in the way 
one organically sick man dealt with his 
ailment. 

In 1920 Dr. A. L. Muirhead, a professor of 
pharmacology in one of the leading medical 
schools, found himself stricken with Addison’s 
disease. Realizing that his affliction would end 
in death in a short time and being not only a 
physician but also an expert in the science of 
drugs, he determined to devote the remainder 
of his life to finding a cure. Instead of sitting 
back waiting for death in the Mayo Clinic, which 
he entered, he did all in his power to stave death 
off. chopped and dried Adrenal gland substance 
which he put into capsules and took by mouth, 
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and by rectum took preparations of the adrenal 
gland containing large quantities of adrenalin. In 
a short time he made a remarkable recovery, and 
for a while was apparently cured—the first in¬ 
stance in history of any such improvement in a 
sufferer from Addison’s disease. The rejoicing, 
however, was premature, for Dr. Muirhead had 


not really been cured and had a relapse into his 
former condition. Although treatment was again 
instituted and although it did help a little, it did 
not prevent his death from this disease. But for 
several years the Muirhead treatment was the 
best that medicine could offer. 29 
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PROJECTS 


1. Smith and Hightower studied the incidence of 
neurosis among consecutively admitted pa¬ 
tients to the Mayo Clinic. They also studied 
neurosis among the Jewish male and female 
patients. A part of their summary follows: 

"We studied the group of Jews because, as 
has been said, some persons believe that 
Jewish patients are particularly emotional and 
neurotic. We were somewhat surprised at the 
results we obtained. Yet when the percentages 
which represent purely functional disease, or 
functional and organic disease, are compared, 
it is seen that the incidence of neurosis in this 
group is no higher than that in the controls. 

"We fully realize that a study of this type 
is not entirely accurate. Our results may not 
represent the actual incidence of neuroses in 
the population as a whole because the study 
was limited to persons who sought help from 
physicians. The least that it does, however, is 
to confirm the general impression that the 
incidence of neuroses among persons of vari¬ 
ous occupations differs greatly.* 0 

a. Interview some of your friends concerning 
the question of incidence of neurosis among 
Jews and non-Jews. Get your friends’ opin¬ 
ions and discuss possible reasons for the 
assumption that Jews are particularly 
neurotic. 

b. Examine any published library articles on 
the same question to find whether other 
investigators agree with the Smith and 
Hightower findings. 

2. Examine available textbooks that deal with 


public speaking and note how stage fright is 
treated. Which methods seem to you to be the 
most helpful? 

3. List some of the "worthy causes" of your 
community which are likely to appeal to 
neurasthenics. 

4. Recall some of your own abulic tendencies, 
such as those in writing to friends, checking 
your finances, seeing your dentist, and so on. 
Outline a definite procedure in each case 
whereby the necessary action may be taken 
at the proper time. 

5. Women of today do not faint as much as wom¬ 
en of a generation or two ago. What possible 
reasons can you suggest for this change of 
behavior? 

6. Make a list of some of the things you have 
worried about during the past year or two. 
Check and analyze those cases in which your 
apprehension was a distinct handicap to the 
solution of the problem. Did worrying con¬ 
tribute to the solution in other cases? 

7. Consider an acquaintance who says that cer¬ 
tain common foods make him ill. What physi¬ 
cal and psychological factors might be in¬ 
volved? Set up a procedure by which you 
might test objectively which factors are pre¬ 
dominant. 

8. Iatrogenic disorders are ailments induced in 
a patient by autosuggestion based on the phy¬ 
sician’s manner, examination, or diagnosis. 
Can you cite an example from your own ex¬ 
perience? If not too embarrassing to you, 
describe the incident. 
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CHAPTER SIX 

METHODS OF TREATING 
THE MALADJUSTED 


To bring on the triumph of intellect over 
mechanism, of responsible morality over irresponsible force, is our 
mission. If we think things cannot be different from what they 
are, we but add so much to the dead inertia 
of the world, which keeps them as they are; while if we will not 
succumb we may be part of the very forces that 
will help to make things different 
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* he treatment of the seriously maladjusted 
or so-called insane requires years of special 
training in universities, hospitals, and clinics. 
This work is done by psychiatrists, that is, 
physicians who have specialized in the investi¬ 
gation and treatment of mental disorders. 
Obviously, only experts should treat psy- 
chotics, those persons who have a pathological 
mental condition which tends to constitute a 
disease-entity. In this chapter, therefore, we 
shall differentiate between the serious and 
the minor maladjustments. 


TREATMENT OP THE MAJOR 
OR SERIOUS MALADJUSTMENTS 

The theories and methods that psychiatrists 
and clinical psychologists use are too complex 
for us to attempt a comprehensive discussion 
of them in this book. However, we as educated 
laymen can try to appreciate the importance 
of their work and cooperate intelligently with 
them. 

first, we should recognize our responsibil¬ 
ity toward acquaintances who are suffering 
from serious mental ailments. One of the 
great lessons we have learned from our 
studies of the mentally ill is the need for 
realizing that a mentally sick person should 
be treated with the same consideration that 
we accord the physically ill. When a friend 
has a broken leg or has a fever, we take him 
to a hospital, sympathize with him, send him 
flowers, and visit him. Similarly, when a 
friend is sent to a hospital for mental treat¬ 
ment, we should treat him, not as a “nut,” 
but as a person who is sick, for that is what 
he is. We should not attach a social stigma to 
the person who has been in an institution for 
mental treatment any more than to a person 
who has been in a general hospital for an 
organic illness. In many cases the former 
mental patient is not handicapped, but to 
some people he is stigmatized. The stigma is 
based on unintelligent popular misconceptions 
regarding the possible permanence of insanity. 


Many small employers still refuse to hire 
former mental patients. 

second, employers should recognize that 
there are many kinds of mental disturbances 
and that each varies in the degree to which it 
incapacitates for work. The employer or per¬ 
sonnel man should be acquainted with the five 
psychological terms for broad mental classi¬ 
fication: the mental defective, the epileptic, 
the psychotic, the psychopathic personality, 
and the psychoneurotic. 

The menial dejective lacks some mental 
qualities or abilities which are present in the 
normal individual. The synonym for most 
mental defectives of the kind who visit em¬ 
ployment offices is “feebleminded.” These 
differ in their degree of mental limitation, and 
their intelligence can be measured by means 
of intelligence tests. Many of these people can 
and do learn to perform routine and repetitive 
jobs in industry. 

The epileptics or, more correctly, those who 
are subject to convulsive states, can be em¬ 
ployed in many cases. Some have convulsions 
only in their sleep. Others have them only 
at infrequent intervals. Many experience a 
preliminary signal before an attack, and some 
control their ailment by means of medicine. 
If each person who is subject to “fits” is con¬ 
sidered in terms of the variety of his disorder 
and its control, certain types of employment 
which he can perform without danger will be 
found. 

Some psycholies can be employed, at least 
during certain stages of the psychosis. How¬ 
ever, all persons who are or appear to be 
psychotic should be examined by a psy¬ 
chiatrist in order to ascertain the kind and 
degree of the disorder. We must realize that 
five to ten per cent of the mentally ill are 
asocial or antisocial to a degree that requires 
closely supervised care. 2 After adequate diag¬ 
nosis, certain patients have to be hospitalized; 
others may be given treatment under con¬ 
trolled conditions. Many are employable for 
predictable time periods only. In the case of 
the manic-depressive (having pronounced 
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swings of elation and depression), the patient 
may have a disorder for one period of time 
only, or he may have it in recurrent cycles. 
There may be several years between attacks 
when the individual is normal and employable. 
Some psychotics are overactive during the 
early stage of an attack and work very indus¬ 
triously. Complete recovery from an attack is 
the rule rather than the exception. 

Patients who are hospitalized for schizo¬ 
phrenia (literally, "splitting of the mind,” 
formerly called dementia praecox) are incapa¬ 
ble of doing work during the early stages of 
the disorder. After treatment, certain ones can 
be discharged from hospitals and can work 
in a protected environment for predictable 
time periods. However, the chronicity of 
schizophrenia must not be overlooked. About 
80 per cent of schizophrenics will respond to 
modern therapies, but more than half of this 
group will relapse, many of them periodically 
for the rest of their lives. 1 The behavior of 
many chronic schizophrenics can be too trying 
and disruptive to have them work with others. 
"Today, 35 per cent of the patients sufficient¬ 
ly improved to be discharged from mental 
hospitals relapse and have to be readmitted.” 4 

Those who grow old and develop senile 
psychosis have defects of memory and judg¬ 
ment. If such old employees are allowed to 
work slowly at tasks that do not require new 
mental habits, they may fill certain jobs very 
well. 

The psychopathic personalities include the 
pathological liars, swindlers, eccentrics, va¬ 
grants, sexual deviants, and certain types of 
criminals. They are deficient in moral values. 
Few are hospitalized and most are difficult to 
cure because they do not cooperate during 
therapy. Most have bad work records and get 
into conflict with the law. For most types of 
factory and office work they are useless, but 
many of them are members of our great army 
of transient and migratory labor. 

The psychoneurotics are found everywhere. 
They are always in touch with reality and are 
not insane. Some have harmless obsessions, 


phobias, or forms of hysteria. Some are hypo¬ 
chondriacs who complain of functional ills and 
pains. They are often absent from work, com¬ 
plain about the employer, are easily fatigued, 
are irritable and have a bad effect on the 
morale of other workers. Many are merely 
childish, or make other evasive adjustments 
to their personal problems. Every large group 
of employees has some of these neurotics, and 
many are needed, in spite of their maladjust¬ 
ments, because of the good work they do in 
their specialities. 5 

Some persons, merely because they were 
known to be getting mental treatment, have 
lost their jobs and their friends. "So-and-so is 
going to a psychiatrist—he must be nuts” 
is still too common a verdict of employers 
and others. Much health education is needed 
to correct unfair attitudes toward the men¬ 
tally ill. 

Those people who have developed construc¬ 
tive attitudes toward persons with mental or 
emotional problems realize that "troublesome 
people are people in trouble.” They offer the 
troubled person intelligent understanding be¬ 
cause they sense some of the factors involved 
in the mental problems. They do not scold or 
argue nor do they tell him just to "snap out 
of it.” They realize that "there is little point 
in trying to convince a troubled person that 
what he is doing is wrong. He has latched on 
to his kind of behavior as a means of protect¬ 
ing himself and trying to argue him out of it 
is like trying to take away the only defense 
he has. He will only resent this and fight you 
even harder.” 6 

third, we should appreciate the chances for 
recovery or improvement of patients who 
enter a hospital for the mentally ill. The 
chance of discharge for the first-year patient 
in a mental hospital is better than 50-50. Of 
course, recovery rates vary, depending upon 
the age of the patient, the kind of mental dis¬ 
order, and the treatment. For the senile and 
the arteriosclerotic the chances of recovery 
are very slight indeed, but for the younger 
people, those with schizophrenia and the 



112 


METHODS OF TREATING THE MALADJUSTED 


manic-depressive psychoses, the chances of 
getting out of the mental hospital fairly 
promptly are very good. Certainly the chances 
of recovery for many young and middle-aged 
patients are excellent. Especially important 
is the fact that current recovery rates are im¬ 
proving as the result of recent researches 
which are producing new and more helpful 
drugs and methods of treatment. 

According to the reports of the National In¬ 
stitutes of Health, the numbers of mental 
patient cases continue to decline. Statistics 
indicate that mental hospital populations may 
be expected to decrease at the rate of one or 
two per cent a year for some years to come. 

The decreasing trend began in 19SS with 
the intensive application of new and more 
effective treatment methods including the psy¬ 
chiatric drugs, changing hospital policies, plus 
a greater recognition and understanding of 
mental illness as a public health problem. 
Also, there is some probability that the in¬ 
creased use of nursing homes for the elderly is 
reducing the mental hospital population. On 
the other hand, the statistical rate of the 
downward trend will be modified by the new 
mental hospital services that are being added 
for special patients such as the alcoholics and 
drug addicts. 7 

fourth, executives, parents, teachers, and 
personnel men should learn enough about the 
symptoms of mental disorders to know when 
it is advisable to refer employees, children, 
pupils, and acquaintances to experts for diag¬ 
nosis. Psychiatrists and clinical psychologists 
are trained friends who may help increase our 
happiness. They are not mere classifiers of 
mental ailments and custodians of asylums; 
they are counselors to whom we may go for 
occasional check-ups of our mental habits just 
as we may go to the family physician for an 
annual check-up of our bodily condition. 

fifth, we should learn some of the basic 
principles used in the treatment of the men¬ 
tally ill so that we can cooperate intelligently 
with the psychotherapist. For example, some 
patients who voluntarily consult a psychiatrist 
report that they are not getting any help from 


the treatments. These statements are often 
made because the patient’s treatment has pro¬ 
gressed to the point where he must either live 
on a new basis or else continue to “enjoy” his 
old inadequate mental habits. At such times 
of doubt we should encourage the patient to 
continue the treatments until he learns to live 
more satisfying^ in terms of the new mental 
regimen. 

sixth, the investigations made by the spe¬ 
cialists in mental disease have removed the 
fear of the direct inheritance of mental ills. 
Mental ills are not inherited like the color of 
eyes. Paradoxically, however, mental ills do 
run in families. Studies of sisters, brothers, 
uncles, aunts, parents, and grandparents of 
patients in mental hospitals have revealed no 
evidence of any exact theory of inheritance. 
There is no clear-cut case of Mendelian in¬ 
heritance.* A mentally diseased parent cannot 
hand on this trait as he can hand on the color 
of his eyes. 9 

Mental disease does occur among the rela¬ 
tives of mental patients and among some 
racial groups 10 more often than it occurs in 
the general population. It is possible that a 
predisposition toward mental breakdown is 
inherited, but we are not certain because the 
parents of the mentally diseased also bequeath 
to the children a particular sort of family 
circle in which to grow up. Mental habits 
have a close relationship with mental disease 
or health, and this fact offers us much hope 
in the intelligent control of our mental well¬ 
being. We can do a great deal toward the 
development of sound mental habits in our¬ 
selves, regardless of who or what our parents 
were. The maladjusted person is not a poor 
helpless patient fatalistically sacrificed to his 
heredity or his environment. More powerful 
than the germ plasm or the parental pattern 
are courage and the desire to develop the 
adaptability necessary to deal adequately with 
one’s barriers. 

seventh, we should appreciate the relation 
between bodily and mental health. A thorough 
physical examination should precede any psy¬ 
chotherapy, and the examination should be 
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made by a physician who specializes in diag¬ 
nosis rather than by an ordinary practitioner 
who is satisfied with taking the blood pressure 
and counting the pulse. An ailment such as 
arthritis is often treated as organic only. Yet 
family worry, grief, and other forms of emo¬ 
tional stress bear more than a chance rela¬ 
tionship to the onset and flare-up of the 
chronic joint disease, rheumatoid arthritis, as 
indicated by a study of this ailment. 11 

On the other hand, hallucinations may be 
erroneously treated as purely psychological; 
yet voices heard by the mentally ill may have 
a basis in ear infections. Almost one out of 
every five patients examined at the Boston 
Psychopathic Hospital was found to have a 
toxic type of deafness. 1 * Certain patients who 
were free from toxic deafness also suffered 
from auditory hallucinations but described 
them differently. This study indicated that an 
examination of the physical condition is so 
important in understanding many mental con¬ 
ditions that the diagnoses should be made 
with the utmost care. 

Kindt of Trootmontt 


Physicians and psychiatrists are giving 
many different kinds of treatments to the 
body, partictrfarty-tlie ftftvo'uS system, as an 
aid in curing patients who were considered 
hopelessly insane. Some of these more recently 
developed treatments include electric shocks 
passed directly through the brain. 

Electroshock is a method of psychotherapy 
often used on patients who are not respond¬ 
ing well to other therapies. A state of shock 
known as “coma” is induced in the patient by 
an electric shock passed directly through the 
brain in controlled amounts. Similar condi¬ 
tions are induced by means of insulin and 
metrazol. Electro-shock is particularly valu¬ 
able in weakening those psychological defenses 
that keep the patient from facing his conflicts. 
It thus facilitates treatment by other thera¬ 
peutic methods. 13 Electric shock seems to im¬ 
prove feeling tone and jar the patient out of 
his apathy and inertia. Rigidity of personality 


structure is decreased and the immediate re¬ 
lease of hostility, especially in rigid per¬ 
sonality and depressive cases, is striking. A 
more outgoing attitude is adopted which im¬ 
proves the patient’s chances of benefiting from 
psychotherapy. 14 

No one knows what really happens as a 
result of these shock treatments. Perhaps 
some of the old nerve current pathways and 
synaptic junctions in the sick brains are so 
modified by the shock treatment that old 
neural patterns are lost. Metabolic activity is 
changed. Chemical and physiological activi¬ 
ties are modified, but perhaps only future 
research will explain the reasons why shock 
and fever treatments are beneficial to some 
mental patients. We do know that the psy¬ 
chological meaning of the treatment to the 
patient is an important factor in the therapy. 15 

Psychosurgery, operation on the frontal 
lobes of the brain, has become accepted by 
some psychiatrists. Others, however, still 
doubt that the results justify this drastic 
operation. It is used in the treatment of what 
were formerly considered “incurable” cases of 
patients with an extreme degree of emotional 
tension and anxiety. The problem in surgery 
is to reduce the patient’s self-awareness and 
sensitivity to limits he can tolerate—without 
making him apathetic and completely indif¬ 
ferent to events and people around him. After 
the operation, the patient may become more 
willing to accept himself and others, and, in 
general, his hostilities and suspicions are 
lessened. This reduction in hostilities does not 
always make the patient more sociable, but 
rather, tends to render him passive to life’s 
complexities. He may develop a “You let me 
alone and I’ll let you alone” attitude, which 
has its drawbacks, but is certainly preferable 
to an attitude of violent hostility. 1 */ 

In one study, eight patients who received 
transorbital lobotomy were compared to a 
control group of eight who were continued on 
electro-shock. Rorschach tests indicated that 
the lobotomy resulted in a lessening of inner 
tension and reduction in self-awareness. The 
patients also lost their ardent enthusiasm and 


114 


METHODS OF TREATING THE MALADJUSTED 


active interest. Severing the frontal lobes from 
the rest of the brain tends to have this effect 
because it apparently separates psychotic 
ideas from the usual accompanying emo¬ 
tions. 17 

4 Narco-analysis is a form of therapy during 
hich the patient talks about or acts out the 
painful experiences which have caused an 
acute neurosis, anxiety state, or hysteria. It 
was used with good results during World 
War II for alleviating conditions caused by 
distressing combat experiences. The procedure 
is to administer to the patient a barbiturate 
drug which induces narcosis. Sometimes elec¬ 
trical treatment similar to that used in electro¬ 
shock but of lower intensity and longer dura¬ 
tion is used to bring on this form of narcosis. 
While the patient is in this induced sleep, the 
therapist encourages him to talk about or act 
out his traumatic experiences, thereby bring¬ 
ing his repressed fears and anxieties to con¬ 
sciousness where they can be understood. 
With understanding comes release from the 
maladjustment expressed by the symptoms. 

The “tranquilizing” drugs are now being 
used by psychiatrists with remarkable effects 
in treating psychotic patients. Some of the 
more commonly used drugs are chlorproma- 
zine (trade name: Thorazine), reserpine 
(Serpasil) and azacyclonol (Frenquel). 

One of the psychiatrist’s greatest problems 
in dealing with a psychotic individual is to 
make some kind of effective contact with the 
patient. This is especially true of the schizo¬ 
phrenic. The patient may be aloof and 
apathetic; he may fancy that the radio in 
the ward is directing insults to him personally. 

The new tranquilizing drugs calm the 
patient without putting him to sleep. Their 
effects last longer than those of sedatives. 
Severely disturbed patients may be kept in 
an open ward instead of being locked up. 
Even “hopeless” patients become accessible 
to psychotherapy by reducing their anxieties 
and removing some of the barriers between 
the patient and the psychiatrist.fr 
One report indicated that, of* 200 acutely 
disturbed psychotic female patients, 22 per 


cent had been discharged after six months of 
treatment with reserpine. This compared with 
a 4.7 per cent discharge rate from the same 
institution in the previous six months. About 
two-thirds of the group discharged had been 
] able to maintain their improvement without 
any further medication. Of the remaining 
, third who regressed, all responded to re- 
■ treatment and held their improvement on 
maintenance doses. 19 


» Chlorpromazine, reserpine, and Frenquel 
ale important beginning aids in the treatment 
of mental ailments. Much remains to be done 
to solve the problem. None of the tranquiliz¬ 
ing drugs helps all schizophrenics nor are the 
drugs effective in relieving melancholia (a 
profound, passive depression) or certain long¬ 
standing neuroses and psychosomatic troubles. 
There is also a tendency on the part of some 
therapists to prescribe these drugs for too 
many ailments and to allow neurotics to lean 
on the aid of drugs when they ought to learn 
to solve their problems themselves. 

I The hallucinogenic drugs have provided a 
hew tool for the investigation of psychotic 
/states. The ones mentioned most frequently 
/are mescaline, which comes from a peyote 
A cactus; psilocybin and psilocin, from certain 
mushrooms; and d-lysergic acid diethylamide 
(LSD), derived from ergot, a fungus that 
grows on wheat and rye. All are related to 
one another in chemical structure^ 

Medicine men of almost every culture have 
chewed, eaten, imbibed or smoked botanic 
materials which induced or encouraged 
visions, euphoria, delirium, or prophetic in¬ 
sight. The Aztecs were reported in 1529 as 
eating certain mushrooms as “bread of the 
gods.” 20 Certain species of the “divine mush¬ 
room” are still worshipped and eaten by re¬ 
ligious groups of Mexico and Saskatchewan, 
Canada. 


When certain hallucinogenic drugs are 
administered to apparently well-adjusted peo¬ 
ple, they produce the symptoms of psychosis. 
The subjects who took the drug feel confused, 
lethargic, and overcome by apathy. They feel 
that something strange has happened to them 
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and things seem different. Some also have had 
the feeling that they did not exist or that 
parts of their body had altered form. Visual 
illusions appeared. The thought processes 
slowed down. Time lost meaning. The sub¬ 
jects’ capacity to organize and verbalize was 
reduced. They couldn’t put into words the 
unusual experiences they were having. They 
lost their usual ability to discriminate between 
themselves and others. They projected their 
feelings and attributed them to others. 

[/ The use of hallucinogenic drugs gives 
^doctors and researchers insight into the minds 
and feelings of persons afflicted by mental 
illness. The entire psychotic period can be 
telescoped into a period of six to twelve hours, 
and the emotional disintegration followed step 
by step. Too, by actually experiencing the 
psychotic state themselves, researchers can 
better understand the patient and learn how 
to communicate with and help him. Mental 
illness should eventually become less strange 
or mysterious; there should be fewer barriers 
between the sick and the well. When we know 
enough to be able to create a disease, we 
should be closer to its cure. Various treat¬ 
ments can be tested on the experimentally 
induced psychosis./ 

Perhaps the most important result of the 
LSD and related experiments is that for the 
first time researchers can investigate experi¬ 
mentally the many relationships between the 
psychotic state and the body’s chemistry and 
physiology. The experiments indicate that 
there is a definite link between physiological 
disturbances and mental changes. Evidently 
certain types of psychoses may be caused by 
chemical changes in the body. 21 

Researchers at Tulane University detected 
the presence of a twisted protein molecule in 
the blood stream of schizophrenic patients not 
found in normal persons. 22 This finding seems 
to confirm the conviction of many researchers 
who believe that the cure of many mental ill¬ 
nesses will eventually be found by the bio¬ 
chemists. 

Researchers are developing a growing body 
of evidence that some of the psychoneuroses 


and functional psychoses are in part biochem¬ 
ical, and not illnesses of the mind as such. 
One contention is that psychological stress 
causes nutritional displacement and this, in 
turn, brings about mental illness. A few re¬ 
gard virtually all or most mental symptoms as 
signs of brain disease. 23 The more representa¬ 
tive view is that mental illness is a name for 
the ways that a person deals with problems in 
living. 24 

J Many methods of treatment other than 
'surgical, electrical, and chemical are being 
used experimentally. The therapeutic theater 
is an example. Here patients are encouraged 
to go on a stage and blow off steam through 
impromptu drama 25 while psychiatrists listen 
and offer guidance. The psychodrama has 
been used in the treatment of marriage prob¬ 
lems and for truancy on the part of malad¬ 
justed school boys. 26 

Generally, the philosophy underlying most 
forms of psychotherapy is that the sufferer 
must be treated as a personality and not 
merely as the bearer of a diagnosable disease.) 

Group therapy is an example of a method 
that helps the patient become better inte¬ 
grated through a special social group of fellow 
sufferers. The great number of acute psy¬ 
chopat hological cases and the comparatively 
small number of therapists was the imme¬ 
diate cause for the adoption of group therapy 
on a large scale during World War II. 

Much research is being done with this 
technique. Two journals are reporting studies 
of benefits, limitations and procedures. 27 Text¬ 
books on the subject are available. In a 
typical procedure a number of psychoneurotic 
patients, usually not more than thirty, par¬ 
ticipate in group discussions of their difficul¬ 
ties, and thereby learn ways of adjusting 
more effective and satisfying than those they 
have adopted as manifested by their neurotic 
symptoms. Prior to being admitted to a group, 
each person is interviewed by a psycho¬ 
therapist who ascertains the nature of each 
patient’s troubles and decides whether he 
might benefit or be harmed by this form of 
treatment. Harm may ensue if problems 



1 1 6 METHODS OF TREATING THE MALADJUSTED^ 

stirred up in group sessions appear to be 
beyond the patient’s solution. Certain patients 
who suffer as a result of serious sexual repres¬ 
sions, are overly suspicious of others, or are 
easily hurt by criticism may not be ready for 
group therapy. Those who lack the courage 
to face themselves are not likely to respond 
favorably. When the psychotherapist ap¬ 
proves a patient for membership in a group, 
he familiarizes himself with the case. Usually 
this same therapist is present at the group 
discussions, held several times a week. He 
acts as discussion leader, urging patients to 
talk about their difficulties to the group, call¬ 
ing on them for comments on, reactions to, or 
interpretations of the troubles of the other 
members of the group, and encouraging pro¬ 
gress reports. In the permissive atmosphere 
that prevails, patients discover that their dif¬ 
ficulties are not unique; that other people 
have similar ones. As they learn more about 
the other persons in the group they develop 
a feeling of fellowship with them, and an 
identification with the group is built up. This 
identification furnishes the neurotic with a 
stabilizing influence and a support with which 
he can help himself. The situation simulates a 
small social community where he can find 
reassurance and self-understanding, and thus 


Religion is believed by many people to 
have therapeutic value. The pastor can help 
those suffering from guilt through the healing 
effects of confession and forgiveness, those 
suffering from sorrow through mitigating their 
grief, those suffering from fear and anxiety 
through increasing their faith, those suffering 
from hostility through spreading the spirit of 
love. Mental health attitudes engendered or 
increased through religious experience include 
the sense of personal worth, trust in the ulti¬ 
mate victory of good over evil, membership 
in a communal fellowship, the support of in¬ 
visible yet constant companionship, confes¬ 
sion, and forgiveness, the urging and guiding 
of youth along approved paths, the aspiration 
and dedication of worship, and the discipline 
or way of life. 10 

So many different kinds of treatment are 
used that the layman is apt to wonder why 
chemical, physical, and psychological ap¬ 
proaches are at times used for patients who 
have the same or similar disorders. 

If one asks how could psychological medicine 
possibly cure an organic condition, the answer 
is obvious. It could not possibly cure an organic 
condition. If at the same time one asks. "How 
could chemicals possibly cure an organic condi¬ 
tion." the answer must be the same. It could not 


adjust himself more adequately to the en/^ P^bly- We then perceive that the questions 
vironment of his evervdav life « ' . VC a . nsen a misconception of the mecha- 


vironment of his everyday life. 2 ® 

The method of therapy most desirable in 
many cases can be decided upon by determin¬ 
ing whether the maladjustment is a simple 
bad mental habit or of a deep-seated type. If 
it is of the latter variety, the patient is likely 
to resist assistance or be incapable of gaining 
insight and release without systematic profes¬ 
sional counsel. Analytical rather than super¬ 
ficial procedures are essential. When strong 
feelings of guilt are predominant, a Freudian 
type of approach may be necessary. If feelings 
of inferiority are predominant, an Adlerian 
type of approach is likely to be effective. 29 
But whatever approach is used by the thera¬ 
pist, the patient must be given a mental 
reeducation that enables him to live without 
old tensions and to participate in normal 
social relations. 


nism by which cures are achieved. Processes 
which go on in the body are of necessity some 
expression of metabolism. The chemicals which 
we take when we feel diseased could hardly be 
said to repair the damaged condition of the or¬ 
ganism. Rather their sole purpose is so to change 
conditions in the organism as to bring about those 
functional conditions which will enable the or¬ 
ganism more readily to cure itself. The organism 
must always cure itself through its metabolic 
activities. It will be seen from this analysis that 
the effects of chemical medicines are purely func¬ 
tional. Viewed from this angle, the situation is 
somewhat clearer and the question is now as to 
whether or not the psychological medicine can 
be of value in bringing about the conditions which 
will enable the organism to cure itself. 31 

Unfortunately, the bringing about of con¬ 
ditions which will enable the organism to cure 
itself is often very difficult in psychopathic 
cases. However, one helpful point of view for 
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the student is that many psychopathic persons 
develop their mental disorders because they 
are confronted by problems for which they 
have no satisfactory answers. Many are in 
states of conflict. 

Conflicts 

A humorist described a tardy man and 
woman standing on a pier watching an ocean 
liner disappear down the bay. The disap¬ 
pointed woman turned on her husband and 
said: “Don’t just stand there —do some¬ 
thing!” Obviously, the poor husband could do 
nothing about it, but the wife’s senseless de¬ 
mand for action illustrates how conflicts are 
likely to arise when no action is possible. 

Many experiments have shown the possible 
effects of conflicts on mental well-being. Ivan 
B. Pavlov, the Russian physiologist, was one 
of the first experimenters to prove that abnor¬ 
malities of behavior can be produced in an 
animal when the animal has been trained to 
solve a problem by means of a specific act, 
and the conditions are changed so that the 
learned solution is no longer appropriate. 
Pavlov trained a dog by the conditioned- 
reflex method to discriminate between two 
visual patterns; the presentation of a circle 
of light was always followed by food, while 
the appearance of an ellipse whose axes had a 
ratio of 2:1 was not rewarded. The circle soon 
became a conditioned stimulus to salivation 
but the appearance of the ellipse inhibited 
salivation. * * 

In the experiment, the conditions for the 
dog were changed. The ellipse was gradually 
changed to approach a circle and the dog 
continued to make perfect discriminations 
until the ratio of the axes had become 8:9, 
after which imperfect discriminations were 
made. Then the dog’s behavior suddenly 
changed. He was unable to differentiate be¬ 
tween the circle and the ellipse and became 
negative to all stimuli. As the training was 
continued, the formerly docile dog constantly 
struggled and howled. The dog had a “nervous 
breakdown.” The confusion of the positive 
and negative stimuli was too much for him. 


The conflict could not be solved by any of 
his learned responses. 32 

Other investigators have done considerable 
similar work with pigs and cats. N.R.F. Maier 
and his associates have studied experimentally 
produced neurotic behavior in the rat. 

In Maier’s experiments with rats, the rats 
were taught by reward and punishment to 
distinguish between two cards. Then, instead 
of being permitted a choice between a “re¬ 
ward” and a “punishment” card, an animal 
was shown only the “punishment” card while 
a blast of air was forcing him to jump. At the 
sight of the “punishment” card, the rat might 
resist action for as long as IS minutes before 
he would jump. The rat was in a state of con¬ 
flict. He did not have a suitable mode of re¬ 
sponse for the problem situation. Neurotic 
symptoms developed in many rats. The “psy¬ 
chopathic” animal would tear out of the ap¬ 
paratus, run in circles on the floor, show 
intense tics, and then have varying degrees 
of coma. Maier found that an irritant which 
furnishes no release builds up tensions which 
the organism cannot handle, and these may 
resolve themselves in catastrophic reactions. 33 

As a result of his experiments, he believes 
that a cure for frustrated neurotic human 
patients is to find a way for them to act. His 
cure of neurotic rats is to encourage them to 
find something to do even though it fails to 
solve the conflict that confronts them. He 
calls this “abortive behavior.” To cure them, 
he taught them to make just a halfway jump 
toward solving their dilemma. Possible human 
applications 34 of this principle might be: 

A girl urged by her parents to marry might 
dislike both of two available suitors. Forced to 
marry, she would break down. If she engages 
herself to one but is cold to him. so that they 
drift apart, she is saved. A substitute activity, 
such as a career of nursing, would serve the same 
purpose. 

Pregnancy [illegitimate] and the conflicts aris¬ 
ing from sin contribute greatly to neurotic be¬ 
havior by leaving no avenue for behavior and yet 
requiring that something be done.... 

On the other hand, going to the electric chair, 
while it may produce tensions, does not produce 
neurosis because the individual knows just what 
he must do. 3S 
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These experiments with animals and the 
judgments of many specialists in mental dis¬ 
orders indicate that neurosis is often due to 
the fact that the individual patient is con¬ 
fronted by the conflicting character of difficul¬ 
ties imposed upon him, difficulties for which 
he has no direct attack or suitable substitute 
responses. The neurosis is a haven in his flight 
from reality. It i s an escape from the facing 
of unpleasant facts, mostly in the form of 
impulsive attitudes that are irreconcilable to 
him. In the case of the adult, some of the 
irreconcilable attitudes probably originated in 
childhood and are now in conflict with current 
drives. Inner peace can be developed when 
the individual finds an acceptable mode of 
action or makes a final choice in favor of one 
drive. w In some cases, willingness to accept 
an inevitable situation which the individual 
previously resented may resolve the conflict 
within him. 

The experiments with animals have sug¬ 
gested some valuable concepts for the treat¬ 
ment of psychopathies. However, the most 
interesting and frequently used concepts in 
the use of psychological approaches to the 
treatment of psychopaths may be obtained 
from a review of the principles and methods 
of psychoanalysis. 

What is Psychoanalysis? 

Sigmund Freud 17 of Vienna was the origina¬ 
tor of the technical method of psychoanalysis. 
He published his first investigations in 1895. 
Freud studied many cases of nervous dis¬ 
orders and was convinced that the main 
causes lay in repressed wishes or desires. The 
repressed desire or impulse was, he believed, 
of a sexual nature and has been repressed by 
the forces of education and social conventions. 
When the wish is repressed it remains alive 
and active in unconscious form. The theory, 
to many people, appears to be weird, while 
to others it holds a strong attraction for its 
interesting interpretations. 

Early in his professional career, he dis¬ 
carded the use of “subconscious” because it 


connoted a “sub” or lesser mind. Later, he 
exalted his newly discovered region of mind 
function and chose the word, “unconscious,” 
the term preferred by most psychotherapists 
today. Perhaps we should spend a moment 
reviewing the experiences which gave Freud 
his method of treating psychopathological 
maladies. 

Before 1890, psychologists had already 
studied mental abnormalities. Hypnotism was 
known, and it was noted that, when patients 
were treated in certain ways, they developed 
multiple personalities. That is, they regarded 
themselves and acted as though they were 
different persons at different times. Sometimes 
one personality could not remember the other 
personality of the same individual. In other 
cases the various “personalities” might be 
more or less conscious of each other. This was 
then interpreted as indicating that nervous 
diseases were the result of a splitting-off of 
consciousness. One portion of the associations 
of the mental life broke off and formed a new 
or smaller “mind” of its own. Compulsions 
and obsessions were explained in this way, 
and the physicians of that time used hypno¬ 
tism to reintegrate the dismembered per¬ 
sonality or mind. In the hypnosis, the phy¬ 
sician tried to bring the split-off part of the 
mind back to the main body of the per¬ 
sonality. Freud was a physician and treated 
his patients in this manner. 

In the early years of his experimenting, 
Freud noted that some patients remembered 
things when they were hypnotized that they 
could not recall when in the normal state of 
consciousness. Then, when these forgotten 
facts of a painful nature were presented to 
the patient in his normal state he showed very 
strong emotions. He seemed to respond to 
these unpleasant and forgotten facts in the 
same manner as though he were actually ex¬ 
periencing the painful situation that had been 
buried in the unconscious. In some cases the 
painful experience had occurred many years 
before and the patient had been unable to 
recall it. When, however, the painful experi¬ 
ence was brought to the full attention of the 
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patient and he reacted to the recalled situa¬ 
tion with the same emotional responses that 
he should have had when the situation oc¬ 
curred years before, the patient became well. 
The conclusion was naturally reached that 
the abnormal mental states of the neurotics 
were caused by the fact that the neurotic had 
not made a complete and satisfying emotional 
response to some of his unpleasant impulsions 
and experiences. The bringing-about of a be¬ 
lated emotional response in order to clear up 
a neurosis was called the “method of cathar¬ 
sis" and the new or belated emotional re¬ 
sponse was called the “abreaction.” 

Freud found that some of his patients 
could not be hypnotized, but he also dis¬ 
covered that the patients could themselves 
recall their forgotten experiences when they 
were encouraged to talk freely and at random. 
In these experiments, Freud found that the 
dreams of his patients were often related to 
the unpleasant things that they were trying 
to recall or uncover. He made studies of 
thousands of dreams and learned that the 
dream is symbolic of some repressed or hidden 


wish, that it may relate to infantile experi¬ 
ences, and that the repressed wish is one 
which, ordinarily, we do not admit that we 
would even entertain. In some dreams, certain 
symbolisms occurred again and again, such as 
snakes, knives, seeds, mountains, and wild 
animals. Freud interpreted these symbolisms 
to represent repressed desires that we refuse 
to recognize or carry through emotionally, and 
so they are stored in the unconscious and are 
allowed to come forth only in the dream life 
of the patient or in some abnormal manner 
during his waking hours. Most of these desires 
were believed to be of a sexual nature, be¬ 
cause sex is the one strong impulse that can¬ 
not be expressed freely in our civilization. 38 

The psychoanalyst considers the sex sym¬ 
bolisms as merely convenient means of reach¬ 
ing more certain conclusions, and he uses 
them in much the same manner that the 
mathematician uses the symbol x in algebra. 
The true psychoanalyst does not use these 
sex symbols as definite proof of the nature of 
the repression until he has further evidence 
from the past experiences of the patient. The 
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faddist who dabbles in psychoanalysis is apt 
to jump to erroneous conclusions when he 
has learned some of the sex symbols but does 
not appreciate that the symbolisms merely 
provide working hypotheses until a verifiable 
conclusion is reached. 39 The psychoanalyst 
does not think of the sex impulse in quite the 
same way that the layman does. The former 
uses it in the genetic sense. Furthermore, the 
modern psychoanalyst does not sexualize all 
behavior. Rather, he more often points out to 
certain patients how preoccupation with sex 
interferes with a more mature relationship 
with people and work. 

The “censor” (better, censorship) refers to 
the assumed group of influences which require 
the individual to repress his normal impul¬ 
sions. These influences are the social stand¬ 
ards of our times, the reproofs given in child¬ 
hood, and the many repressive influences of 
modern life. The reason why the individual 
patient’s dreams express the repressed im¬ 
pulses more readily than the acts of his wak¬ 
ing life is that these repressive forces are not 
parts of his conscious or intellectual life. 
When we are asleep, the conscious controls 
are weaker, the censorship is relaxed, and the 
impulses come into the dream consciousness 
in symbolic form. 

Psychoanalysis Is a Special Method 
of Psychological Observation 

Someone has described psychotherapy as 
“the art of applying a science which does not 
yet exist.” 40 However, all scientists find it 
necessary to set up special concepts or for¬ 
mulas to explain the phenomena of their fields 
of study. Chemists have set up “atomic 
theories” to help them explain facts discov¬ 
ered by experiment. Astronomers, biologists, 
mathematicians, and others have deliberately 
set up theoretical constructs to give order to 
their data. Psychotherapists have found it 
helpful to follow the same procedure, employ¬ 
ing a theoretical construct based on the 
“unconscious.” psychoanalysis is a method 

OP PSYCHOLOGICAL OBSERVATION IN WHICH 


DREAM ANALYSIS, FREE ASSOCIATION, AND 
STUDY OF TRANSFERENCE OF EARLY ATTITUDES 
TOWARD THE ANALYST ARE USED TO UNCOVER 

THE unconscious. 4 ' It uses a unique set of 
theoretical constructs to give order to its data 
and to apply effective methods of psycho¬ 
therapy. 

Its theoretical constructs are a great deal 
more abstruse and difficult to understand than 
the barrier-adjustment concept used in this 
text. One explanation for the use of a more 
abstruse set of concepts by the psychoanalysts 
is that the seriously maladjusted patient’s 
behavior often requires a more involved sys¬ 
tem of thinking than is needed to explain the 
behavior of a normal or only slightly malad¬ 
justed person. 

As previously stated, dream analysis is 
used. In addition to the study of the dream 
life of the patient, the psychoanalyst also 
uses “free association.” In this method the 
psychoanalyst has the patient come to his 
office and makes him physically comfortable 
in an easy chair or on a couch. All possible 
distracting influences are removed. Perhaps 
monotonous noise is provided. The patient 
closes his eyes, and the psychoanalyst may 
ask him to think of some part of his personal 
history which the analyst wishes to investi¬ 
gate, and tells him to think aloud and to say 
everything that comes to his mind, no matter 
how trivial, how irrelevant, or how unpleasant 
it may seem to him. The object is to discover 
the repressed experience or submerged com¬ 
plex that had not been allowed full emotional 
expression when it occurred in the experience 
of the patient. The patient is asked to report 
his dreams and to express his thoughts freely. 
In this way the analyst tries to unravel the 
network of experiences that caused the dis¬ 
turbance. 

The analyst may also use word associations. 
To do this he prepares a list of words that 
may have some relationship to the patient’s 
history and asks the patient to give the first 
word that comes to mind when the words are 
spoken. The analyst records with a stop¬ 
watch the time required for each response to 
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COMMON PSYCHOANALYTICAL TERMS 

The psychology student often meets terms used more often by psychoanalysts than by 
psychologists. For his information, definitions of the more common psychoanalytical 
terms are presented. If the reader wishes fully to understand these and related terms, 
he should read complete descriptions and cases that involve the use of the terms. 
Terms defined here are defined in the psychoanalytic sense rather thon in the psycho¬ 
logical sense. Often there is a great difference between the two. 

catharsis: the expression of disturbing emotional experiences, particularly through 
relating them to a psychoanalyst; mental life is thereby purged of acute un¬ 
pleasantness. 

conscious: that part of mental life of which the individual is aware. 
dynamisms: unconscious mechanisms by which the ego, charged with libido, deals 
with its three adversaries; the id. superego, and external world; through dyna¬ 
misms the ego allows the id outlets and substitute satisfactions. 
ego: the self, largely conscious but partly unconscious; mediates between id and 
external world in an attempt to satisfy both. 
free association: an unrestricted and undirected association of thoughts and feelings 
that come to a patient’s mind; gives psychoanalyst insight into dynamics of the 
patient’s behavior and etiology of his disturbance. 
id: the unconscious, amoral basis of mental life; aims at satisfaction of instinctive 
drives and motivations; ruled by "pleasure principle." 
libido: sexual desire or energy that is attached to the ego or to outside objects or 
persons. 

psychoanalysis: the psychological system originated by Freud; based on the theory 
that all behavior results from repressed material in the unconscious; also, the 
therapy based on this system. 

resistance: during psychoanalysis a manifestation of client’s desire to hold on to his 
old behavior and thought patterns because they satisfy a need; shown by refusal 
to accept analyst’s interpretations. 

subconscious: that part of mental life that is neither conscious nor unconscious, and 
of which the individual may be dimly aware. 
superego: conscience; the moral aspect of personality; criticizes the ego when it per¬ 
mits impulses from the id to gain expression. 
transference: displacement of an emotion (love or hate) from an infantile love-object 
to another person (the psychoanalyst during psychoanalysis). 
unconscious: that part of mental life characterized by certain dynamic processes which 
cannot be brought to consciousness by effort of the will or by voluntary act of 
memory; the id rules it. 


the stimulus word. After the list has been 
completed the patient is taken through the list 
again and differences in responses are noted. 
When a stimulus word touches upon the 
repressed experiences or complexes, certain 
disturbances are noted, such as the peculiarity 
of the kind of reaction, the increased length of 
time for the reaction, and the failure to re¬ 
peat the former reaction. White 42 reported 
the associations of a patient who had made 


several attempts to commit suicide: 


Stimulus Word 

Reaction 

Time 

Reproduction 

To barm ... 

. Self 

6.6 

Anyone 

Stork . 

. Large 

4.4 

Large 

False . 

. True 

1.8 

Not true 


The average reaction time was about 1.6 
seconds. In the above examples can be noted 
the lengthened time of reaction, inability to 
recall the reaction on repetition, and the 
irradiation of the disturbance to the next two 
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reactions as shown by the lengthened time of 
the reaction. This patient had a brother who 
was arrested and brought into court, and she 
gave bond for him. She made the following 
responses: Prison— cell—4.2 seconds; bond— 
pay—4.2 seconds; and judge— to be judged— 
4 seconds. 

The analyst seeks constantly to discover 
the tension-causing influences in the patient’s 
life history and to guide the patient into and 
through the process of catharsis. He does 
more than encourage the patient to talk 
freely. He enables the patient to become 
aware of and to view in clearer perspective 
the significant phases of past experiences, 
especially those that gave him feelings of 
shame or painful unpleasantness. The patient 
understands more clearly the origins of his 
own attitudes and the fact that his reactions 
were, all factors considered, natural for him. 
In the course of the patient’s self-revelation, 
the emotions that were inhibited at the time 
of the painful or shameful experience are 
allowed expression and he gains marked re¬ 
lease from old tensions. Psychiatrists who 
treat college students find that many have 
read so much about psychotherapy that they 
assume it is necessary to find a key incident 
in the student’s early life which, if remem¬ 
bered and revealed, will cure his whole com¬ 
plicated neurosis. Sometimes emphasis on this 
kind of quest is largely a waste of time. 41 

In addition to the method of catharsis, the 
analyst may use transference. This is an at¬ 
tempt to relieve the emotional tension by 
having the patient project upon the analyst 
all the emotional tensions that are uncovered 
in the analysis. Emotionally, the analyst 
takes the place of parent, lover, or enemy. 

The patient who has lost trust in the world 
because of difficult experiences such as erratic, 
unreliable parents may be able to reestablish 
his confidence in himself and his world 
through the therapist as a person. This means 
that the therapist must be dependable and 
nonpunitive. The trust developed in the 
therapist can be transferred from him to other 
persons and to the environment that formerly 
suggested too many threats for the patient. 


Psychotherapists disagree in regard to the 
length of time needed to bring about satis¬ 
factory adjustment. Some believe that months 
or even years of therapy are necessary. One 
investigation showed few, if any, advantages 
for long-term over short-term therapy. The 
findings suggested that length of time in 
therapy does not correlate with improve¬ 
ment. 44 

On the other hand, some patients terminate 
treatment prematurely, before therapy can 
result in benefit. The factors that result in 
premature termination are numerous, but one 
study of 85 patients of a psychiatric clinic 
showed that an important factor is the defen¬ 
siveness of the patient: his desire to avoid 
anticipated threats to self-esteem. The prema¬ 
ture terminators feared self-criticism and, in 
some cases, social criticism for taking ther¬ 
apy. They failed to receive needed dependency 
gratifications from their therapists. 45 

The personality of the psychoanalyst plays 
a very important part in the method. He 
offers not sympathy but understanding. The 
patient needs to realize that here is one per¬ 
son in the whole world who is able and willing 
to understand him. The psychoneurotic may 
have felt that he has been misunderstood and 
that he must hide his guilt and burden from 
his best friends. As proof of the fact that we 
are unwilling to express ourselves and tell all 
our emotional experiences, ask a group of per¬ 
sons to tell all the dreams that they can 
recall. Few indeed are the husbands who are 
willing to tell their wives all their dreams or 
the thoughts that have entered their minds. If 
maladjusted people could only realize that 
each and every impulse or idea that enters 
consciousness has a normal and natural cause, 
it would be easier for the mentally afflicted to 
deal with their own emotionally repressed 
impulsions. 

In the various studies of the maladjusted, 
it has been found that some have tried to 
overcome their unpleasant experiences and 
impulsions by means of defense mechanisms. 
The boy who takes pride in being the worst 
roughneck of the neighborhood may be acting 
the part of the rowdy in order to make him- 



"Huthl Father mull n't be ditlorbed," and 
limilor highly enotionoli/ed admonitions to 
the moll Child may permanently influence 
the child regarding porenlol author, ty. 
Fortunately, tome children ore not petma . 
renUy conditioned by luch liluoliont—they 
read by negative adaptation. [Courtesy of 
Generol Foods Corporation.) 


self feel that he is virile. To tell him that he 
must be more gentle does not remove the 
cause of the rowdiness. The girl who takes 
refuge in invalidism to gain attention may 
not be helped by punishment or by being 
told to make up her mind to get well. The 
analyst tries to get at the cause of the malad¬ 
justment and then to enable the patient to 
sublimate the energies, that is, to direct them 
into substitute activities that are satisfying 
and socially acceptable. We can see examples 
of sublimation in daily life in the case of the 
man who loses his wife and then takes up 
golf and plays it strenuously, or the student 
who fails in his studies and then becomes a 
collector of stamps. It is probable that many 
of our strongest drives are attempts to sub¬ 
limate energy and achieve a sense of worth¬ 
whileness because of failure to do so in some 
other activity. 



Criticisms of Psychoanalysis 

Freud and his colleagues will go down in 
psychological history as pioneers and con¬ 
tributors in a field which needed them in their 
time. They opened new trails in the explora¬ 
tion of the human mind. Many of Freud’s 
trails led to new discoveries of great value. 
Some of his earlier teachings have been 
modified by members of related schools of 
therapy, and they are now adding new con¬ 
tributions by their willingness to discard or 
correct some of the earlier concepts in his 
method: 

1 . A modification of the Freudian princi¬ 
ples concerns the concept of the unconscious. 
Some critics claim that we are not motivated 
by suppressed wishes, but rather by a series 
of adjustments to our situations. These ad- 
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justments are not made by a part of the mind, 
but by the entire individual. The organism as 
a whole responds to the stimulus. By trial and 
accidental success we find that one kind of 
response results in failure and dissatisfaction 
whereas another response brings about suc¬ 
cess and satisfaction. The successful response 
is stamped into our neurological mechanisms 
and, therefore, is readily repeated. Repressed 
desires or suppressed wishes are not entities 
which have energy by themselves. They have 
no existence by themselves any more than my 
fingers have hidden peckings on a typewriter. 
It is only when I am stimulated as an inte¬ 
grated unit that my fingers peck on a type¬ 
writer. Therefore, it is often claimed, the 
“unconscious mind” is not subject to proof or 
observation but rather is an explanation of 
phenomena that can be interpreted more 
adequately by objective means. 

Freud himself did not use the concept of 
“the unconscious” in his last book even 
though he was the first man to develop it as 
a means of explaining unconscious learning. 
We now think of the word, “unconscious,” as 
an inappropriate noun but a good adjective. 

2. Phobias may arise because of a desire 
which has been stimulated and not allowed 
expression, recognition, or admission. How¬ 
ever, critics claim that normal stimuli may 
become associated through action of the 
nervous system rather than through a sub¬ 
conscious mind, with abnormal responses as 
in the case described by Bagby: 

A man suffered from a phobia of being grasped 
from behind, the disturbance appearing early in 
childhood and persisting to his fifty-fifth year. 
When walking on the street he was under a com¬ 
pulsion to look back over his shoulder at inter¬ 
vals to see if he was closely followed. In social 
gatherings he arranged to have his chair against 
the wall. It was impossible for him to enter 
crowded places or to attend the theater. In his 
fifty-fifth year he returned to the town in which 
he had spent his childhood. After inspecting his 
old home, he went to the corner grocery and 
found that his old boyhood friend was still behind 
the counter. He introduced himself and they be¬ 
gan to reminisce. Finally the grocer said this. “I 
want to tell you something that occurred when 
you were a boy: You used to go by this store on 


errands and when you passed you often took a 
handful of peanuts from the stand in front. One 
day I saw you coming and hid behind a barrel 
Just as you put your hand in the pile of peanuts, 
I jumped out and grabbed you from behind. You 
screamed and fell fainting on the sidewalk.” The 
episode was remembered and the phobia, after a 
period of readjustment, disappeared . 46 

3. Dreams are not always wish-fulfillments. 
A dream of falling may be stimulated by a 
sagging bed spring rather than by the fear of 
a moral fall; or a dream of being choked may 
be brought about by the tightness of the bed 
covers. Some dreams are the mere automatic 
and chance play of the cerebral associational 
mechanisms. One neural pathway happens to 
arouse another pathway and incongruous com¬ 
binations of ideas result. Certainly many 
dreams are not related to the sex impulse. 
The child and the adult must suppress many 
impulses, such as those of self-assertion and 
gluttony. It is unfair to attribute all asocial 
impulsions to sex energies which are not 
allowed expressions by our form of civiliza¬ 
tion. 

It is true that the body is full of energy- 
energy which must be expressed in some form. 
The outlets for these energies may be socially 
acceptable or extremely harmful. For ex¬ 
ample, a man may become a butcher making 
his living by killing cattle and cutting up 
meat. This is a socially acceptable outlet for 
his energies. If these energies become per¬ 
verted he may instead become a murderer of 
people. 

4 . The energy of the human organism may 
be thought of in many different ways. It may 
be called the elan vital or the libido, or we 
may accept it, as suggested by Jung, as a 
striving after larger experience. Adler, on the 
other hand, considered this striving as an 
attempt to achieve safety and power. Or we 
may designate energy with reference to its 
objectives and call it tendencies or impulsions. 
It certainly may be analyzed without sex as a 
basis. Intelligence as well as sexual drive can 
be considered a form of energy. Intelligence 
helps to contain impulse and some persons 
need professional assistance in order to de¬ 
velop an integrated self that is more effective 
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than the instinct-dominant personality. As 
one researcher has stated: "In psychological 
sickness our image of ourself blurs, the colors 
run, it is not integrated or beautiful.... But 
in health there is no awkwardness, for the 
moment of health is a moment of unconscious 
creative synthesis, when without thinking 
about it at all we know that we make sense to 
ourselves and to others.” 47 

5. Conflicts between various impulsions do 
give rise to behavior which may be thought of 
as resulting in a complex. However, the com¬ 
plex should not be considered bad in all cases. 
Lee Wilson Dodd has written a book 4 * 
wherein he shows that certain complexes are 
not a stain but an advantage; not a leaden 
drag but a golden spur. The lame foot of 
Byron stimulated him to become a master 
horseman, a good shot, and the best swimmer 
in England. The assurance thus gained en¬ 
abled him to become a great lover, poet, and 
patriot. 

"Complex” is a Freudian term, but the in¬ 
feriority concept comes from Adler. Whether 
a handicap produces a sense of inferiority and 
induces a complex, or results in a heroic 
resolve to achieve despite it, seems to depend 
largely upon the type of nervous constitution 
and earlier adjustment habits of the indi¬ 
vidual who has the handicap. 

Contributions of Psychoanalysis 

1. Psychoanalysis has given us a method 
of treatment of the maladjusted which has 
been of material help, even though the persons 
who use it sometimes do not believe all its 
published principles. In fact, some psychol¬ 
ogists say that the bases of psychoanalysis 
are not true, but that it works anyhow. Since 
psychoanalysis has come into more or less 
common use in mental hospitals, the percent¬ 
age of cures, all factors considered, has prob¬ 
ably increased. Whether these cures have 
been the result of psychoanalytical methods, 
chemical treatments, or both is open to 
debate. 

2 . Psychoanalysis has given us some valu¬ 
able points of view. It has shown the impor¬ 


tance of the emotions, the strength of 
childhood influences, and the ways in which 
we deal with our problems or evade them. It 
has shown us the dominating influence-shap¬ 
ing attitudes people have acquired about 
themselves, about others, and about their 
surroundings. Their adjustment habits have 
a great deal to do with their abilities, and the 
ways in which intellectual capacity is ex¬ 
pressed. We now have some evidence to show 
that psychoanalysis has even made substantial 
changes in the intelligence quotients of certain 
individuals. 49 


the Patient's Improvement? 

/ From time to time, newspaper and maga¬ 
zine articles question whether psychotherapy 
as such cures or helps the patient who has a 
mental illness, particularly a mild mental ill¬ 
ness. 50 They cite reports of researchers who 
have compared the records of matched pairs 
of juvenile delinquents, soldiers who had 
"nervous breakdowns" either in combat or 
just before getting into combat, and psycho¬ 
neurotics—one half of the subjects received 
treatment and the other half were untreated. 
Follow-up studies made after one to five years 
have indicated little or no difference except 
that most of those who had been treated 
believed that the treatment had benefited 
them. 

Research-minded clinical psychologists 
agree with some of these quantitative findings. 
They know, as one has stated, that "many 
behaviors that appear to change as a result of 
psychotherapy are actually influenced little or 
not at all by the therapy.” 51 

They realize that the counteractive and 
recuperative endogenous forces within the in¬ 
dividual bring about the changes. This is 
somewhat similar to having the physician 
who treats organic illnesses state that nature 
really brings about the cure and most patients 
would recover without the medical practi¬ 
tioner’s assistance. Neither the psychothera¬ 
pist nor the physician turns away a patient 
because he might regain health without bene- 
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fit of therapy. Indeed, anyone who has ever 
become acquainted with mentally ill persons 
and sensed the desperation in their needs is 
apt to want lo help them or aid them in 
getting the best available therapeutic treat¬ 
ment. “No one with extensive experience in 
the practice of psychotherapy can possibly 
accept any general statement impugning its 
value.”" 

/ 

Industry Offers Opportunity to 
Contribute to Integrative Adjustments 

Many a young person envies psychiatrists 
and clinical psychologists for their ability to 
serve humanity. He, too, would like to make 
a contribution to mental health but he does 
not want to acquire specialized professional 
training for that purpose. Such a person can, 
however, participate in the service toward 
better mental health, for emotional stresses 
arise in every walk of life. 

One of the greatest opportunities today for 
the improvement of mental and emotional 
health is to be found in industry—not in 
psychiatric treatment, but in preventive main¬ 
tenance. One need not be a psychiatrist or a 
clinical psychologist to sense symptoms of 
anxiety, fear, and “brainwashing boredom” in 
the people around him. He can contribute to 
the psychological health of his fellow workers, 
especially if they are under his supervision. 

A company can survive and prosper only 
through the constructive cooperation of all of 
its members. Teamwork must be more than 
a slogan. It is a symptom of healthy minds 
and bodies; it is also a symptom of healthy 
management—the kind that considers what 
happens to people in the course of producing, 
as well as the ultimate product and profit” 
Dr. Molly Harrower, a consulting psycho¬ 
logist who has had much experience in indus¬ 
try, recently stated: 

Human nature is not fixed and unchangeable. 
It is plastic, flexible, and has tremendous possi¬ 
bilities. But there is no such thing as suddenly 
changing an attitude. 

If you want to change the direction in which 
a flower is growing, you must change the direc¬ 


tion of the light, and you must do it gradually. 
I he flower will die if you snap it off or force it 
in another direction. It’s the same with an atti¬ 
tude. An attitude is a living thing that has grown 
up ^th a person. If it can be changed at all, it 
must be changed gradually.... 

A suspicious person doesn’t think of himself 
as being suspicious. He feels he is in a hostile 
world, surrounded by people-bosses, employees, 
friends—who are always doing irritating things 
which work out to his disadvantage. He sees 
himself in a threatening and unpleasant environ- 
ment. 

The problem is to get him to realize that he 
is carrying a hostile attitude into the world; that 
he is looking at things through black-colored 
glasses. How people see the world determines 
how they experience it. That, in turn, determines 
how they react to the world and. finally, how the 
world reacts to them. 

Attitudes are formed way back in our lives. 
They become fixed by usage, emotionally en¬ 
graved. It takes more than will power to change 
them. 

If I had a suspicious attitude that had been 
formed in childhood because of repeated experi¬ 
ences which made me afraid of certain kinds of 
people. I couldn’t change that attitude merely 
because I wanted to. And what’s more, I would 
become suspicious of anyone who wanted me to 
change. 

Few people realize that their emotional prob¬ 
lems often result from the influence of old and 
inappropriate attitudes. Anyone with a stiff, in¬ 
flexible attitude approaches a problem in terms 
of the past, instead of thinking about it against 
the background of the situation he is now facing. 
Trapped by his own attitude, he limits the free¬ 
dom with which he can act. 

It is the psychologist's job to discover to what 
extent those old erroneous ways of looking at the 
world prevent the patient from facing up to his 
problems constructively. He listens to the pa¬ 
tient and attempts to give him some awareness 
of the forces that have been influencing his be¬ 
havior. He tries to get him to see situations 
objectively by giving him some understanding 
of the facts as they are. without distortions or 
misinterpretations. There can be no change of 
attitude without a change in the way of looking 
at things. 

Mentioning her work in industry, Dr. Har¬ 
rower said that she has come across foremen 
who apply the psychologist’s principles and 
techniques, and who do that without knowing 
it: 
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They seem to work miracles just by establish¬ 
ing a friendly atmosphere in their departments 
—an atmosphere of acceptance, warmth and affec¬ 
tion. They are able to see things from the other 
person’s point of view. They don’t feel that 
they’re being attacked personally when somebody 
differs with them. 

They possess the ability to look at their em¬ 
ployees objectively. They do not condemn; and 
instead of moralizing and judging, they try to 
understand. They are sensitive to the thoughts 
and feelings of the people around them. And 
they're aware of how their own actions affect 
other people. In short, these foremen are men¬ 
tally healthy persons. 

As to how foremen or anybody else can 
achieve the condition of mental health, Dr. 


Harrower gave us these comments: 

Some people have grown up relatively un¬ 
scarred by life. They hardly know what it means 
to have destructive, defensive or antisocial feel¬ 
ings. And neither are they burdened by feelings 
of anxiety. 

Other people have achieved mental health the 
opposite way. They’ve had their share of trou¬ 
bles. But they’ve managed to work them through 
with the aid of a friend or relative, with some¬ 
one they could trust and confide in, and who 
trusted and liked them. 

Anyone who has never known someone who 
is reassuring, has missed something very impor¬ 
tant in life. Thus trust and affection, I am certain, 
are basic to the development of a healthy, whole¬ 
some personality .* 4 
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PROJICTS 


I. Make a study of mental health clinics and 
published materials on mental hygiene that 
are available. The National Association for 
Mental Health, Inc., 10 Columbus Circle, New 
York City, and The Hogg Foundation for 
Mental Health, The University of Texas, 
Austin, Texas, are two of many organizations 
that can be helpful in furnishing objective 
information on the problem. 

2. Get acquainted with the mental health clinics 
and related facilities of your area. Perhaps 
you know a clinical psychologist or psychia¬ 
trist whom you can interview for information. 
Get his suggestions as to the facilities and 
experts available to persons who need their 
counsel or treatment. 

3. One area in which mental health efforts can 
show definite benefits is with the aged. Older 
people should find it possible to make mean¬ 
ingful uses of their abilities. The two great 
enemies of sanity in older people are en¬ 
forced uselessness and enforced aloneness. In¬ 
terview several active and inactive older per¬ 
sons of the same approximate age and note 


any factors that seem to have contributed to 
their mental health or deterioration. 

4. Skim through some of the biographies and 
autobiographies of your library to find men¬ 
tions of "nervous breakdowns” or other men¬ 
tal health problems. Did the individual ap¬ 
pear to develop extra motivations that helped 
to bring about his fame? Write summaries of 
your findings. 

5. Analyze your behavior for evidence of inhibi¬ 
tions that are annoying and irrational. Can 
you think of experiences that caused them? 
Mention some things that your "censor” docs 
not allow you to do. 

6. Interview several persons regarding their at¬ 
titudes toward persons who have or are now 
being treated by a psychiatrist. Do not try to 
educate them—just try to elicit their real 
opinions. How do your interviewees’ attitudes 
differ in regard to the patient who is extreme¬ 
ly depressed and has withdrawn from reality 
in comparison with, say, the sex offender such 
as the exhibitionist? 
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COUNSELING: PREDISPOSING 
INFLUENCES AND OUTLINE FOR 
STUDY OF THE INDIVIDUAL’S 
ADJUSTMENTS—CASE 

PROBLEMS 


The human organism's behavior constantly 
exhibits both stability and variability. Man is not 
merely a prisoner of his mental mechanisms, urges or patterns 
of adjustment. He is also capable of controlling 
and redirecting his basic tendencies. The better appreciation of his nature 

and potentials for growth must come from many 
convergent sources: psychologists, psychiatrists, sociologists, 
anthropologists, biochemists, and others 
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COUNSELING: INFLUENCES AND CASE PROHEMS 


nyone who counsels a person should be 
aware not only of the dynamics in the devel¬ 
opment of adjustment patterns but also of the 
>redisposing influences. These underlie the 
thinking of the counselor and deserve our 
attention. As stated in Chapter 2, the environ¬ 
ment is important from the standpoint of 
acceptance, antagonism, and indifference in 
adjustment. Every individual has many pre¬ 
disposing influences in the course of his ad¬ 
justment history. Students of anthropology 
and sociology are especially aware of the cul¬ 
tural influences and differences. 

Cultural and Soclolo 0 ical Factors 

Man is a social being. Every child’s ideas 
of what is right or wrong, what is to be done 
or not to be done, what is to be imitated or 
to be avoided are influenced by his cultural 
environment. The language, customs, and 
group ideas surrounding the child are signifi¬ 
cant factors in his growth. 

Anthropologists have studied numerous cul¬ 
tures of primitive peoples and ethnic groups. 
Important differences and similarities to our 
own culture have been found. In some primi¬ 
tive groups, for example, each child is reared 
to distrust other members of the group. In 
others, the child is reared to give and expect 
cooperation and kindness. Similarly, discipline 
systems, sex taboos, rituals, folk tales, and 
attitudes toward objects vary from culture to 
culture. While celibacy, self-torture, and vol¬ 
untary fasting are socially desirable in some 
groups, in others they are considered unde¬ 
sirable. The things the individual values, 
fears, seeks, or is ashamed of are conditioned 
by the family constellation and the culture to 
which the family belongs. 

Despite similarities among members of the 
same group, wide individual differences are 
also found. Factors such as the sex of the 
child, the occupational status of the parents, 
education, and wealth may affect different 
children of the same culture in different man¬ 
ners. Changing conditions within the culture, 


such as war, plague, famine or economic de¬ 
pression may also modify the pattern of life 
for the individual of a given culture. Examples 
of these varieties of cultural influence can be 
observed from the study of first and second 
generations of foreign-born citizens of our 
own country. Certainly, many a child of for¬ 
eign-born parents has had distinctive adjust¬ 
ment problems in the course of his emotional 
development in the United States. Sometimes 
the factors that enter into and modify reac¬ 
tion patterns can be appreciated more clearly 
by means of a study of anthropological and 
nationality influences. Such studies have their 
place in the training for greater insight into 
human personality. The psychologist would 
like to know about them whenever he deals 
with the problem personality or the person 
who has a problem. 

In most cases, however, the analyst or 
counselor is more interested in knowing how 
the individual reacted to the factors in his 
early and later environment. The family con¬ 
stellation and how the child reacted to it, the 
adjustments made at the time and retained 
(or discarded), are usually of greater signifi¬ 
cance than a mere knowledge of the culture 
or of the family as such. 

PartUtenf Af»®ct Fixations 

Of special significance in the study of later 
adjustment are the child’s persistent affect 
fixations. This condition of mental develop¬ 
ment is one in which the individual remains 
attached to feelings which were characteristic 
of or dominant in an earlier phase of develop¬ 
ment. Everyone has some of these persistent 
infantile tendencies that color or form pat¬ 
terns of behavior in adulthood. The pattern of 
influence varies in degree and kind from per¬ 
son to person. 

To understand an adult fully we must know 
how he reacted emotionally to his childhood 
situations and the extent to which the child¬ 
hood habits of adjustment persist. If we can 
appreciate how childhood emotional reactions 
color the later adult behavior, we may gain a 
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due from the unique adult behavior to the 
nature of the earlier childhood reactions. If 
our hypotheses about the adult and his child¬ 
hood adjustments prove to be correct, we are 
in a position that enables us to evaluate and 
help direct his behavior more intelligently. 

The child reacts to his environment in ways 
that affect his well-being in satisfying forms. 
Habitual or characteristic methods of atten¬ 
tion-getting or problem-solving therefore de¬ 
velop, and as they prove to be effective in 
getting what he wants, they gradually become 
unconscious methods of meeting and inter¬ 
preting many situations and obstacles. They 
become more deeply ingrained with time, and 
they also may become so adaptive that their 
original source and form frequently become 
obscured. 

The reaction tendencies which these per¬ 
sistent affect fixations create in the child’s 
personality help to mold his life style. They 
help to determine how others will judge him. 
These opinions are also important in the per¬ 
son’s own evaluation of himself. They often 
influence the choice of his vocation. They 
steer him toward certain types of avocations, 
sometimes of the lone or seclusive type in 
which it is not necessary for him to adapt to 
or mix with others, and sometimes into group 
activities through which he may be able to 
express himself through dominance or through 
identification with the group. If we know the 
problems that an individual tried to solve or 
the difficulties under which he lived while a 
child, we often can understand his present 
behavior. The dynamics in his adult behavior 
are, in some cases, his interpretations of his 
childhood memories and his goals, conscious 
and unconscious. 

If a person has retained persistent affect 
fixations that are not socially acceptable, he 
can change them at any time that he develops 
sufficient insight and determination to do so. 
Childhood misconceptions often can be cor¬ 
rected and better methods of dealing with life 
can be learned. But someone, usually a wise 
counselor, must be able to recognize from 
adult behavior the possible significance of cues 


to behavior patterns having a childhood 
origin. The ability to recognize cues in the 
adult’s conduct and to see how they relate to 
childhood origins is one of the most important 
factors in psychological analysis. 

If, for example, we meet an adult who 
obviously lacks self-confidence, has difficulty 
in coming into a social group and difficulty in 
leaving it, seldom completes sentences that he 
starts and repeats questions asked him, we 
wonder how his present emotional insecurity 
happened to develop. We have a right to 
wonder whether his present behavior stems 
from emotional insecurity in childhood. Were 
his parents incompatible? Was the status of 
his early home in danger of divorce or in 
danger of economic failure? If in danger of 
lack of income, is he presently motivated to 
deny himself normal comforts in order to save 
more money than he needs? Or is wealth so 
hopeless in attainment for him that money 
means little to him now? 

If it is necessary for us to supervise him, to 
counsel him, or to live intimately with him, 
our relationship will be more intelligent and 
effective for both of us if we know how he 
defined himself as a child. If his convictions 
about himself were deeply emotionalized, his 
childhood self-evaluations are significant 
today. Table 7.1 presents a helpful list of 
common affect fixations of childhood, adjust¬ 
ments in childhood, and later methods of 
adjustment. 

Anyone who will carefully study the typical 
childhood affect fixations (Column A of Table 
7.1), adjustments in childhood (Column B), 
and adult adjustments (Column C) will have 
a helpful list of cues toward understanding 
the person with a problem. Certain precau¬ 
tions are necessary, however. The child who 
had affect fixation number 2 may in adulthood 
make adjustment number 5. We cannot con¬ 
clude that any one affect fixation or barrier 
always results in a corresponding adjustment 
tendency. We can recognize causal connec¬ 
tions only when we have learned many per¬ 
tinent facts about the individual and then 
see how the facts arrange themselves into a 
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TABLI 7.1 

TYPICAL AFFECT FIXATIONS OF CHILDHOOD AND LATER ADJUSTMENT METHODS 


As a child, did you fed that 

you were: 

1. Small, helpless, of poor 
health, or defective in body? 

2. The center of attention—a 
kind of toy or animated 
doll? Did games with others 
revolve mostly around you? 

J. Disciplined severely, often 
punished for what you con¬ 
sidered minor misdeeds? 
Suppressed ? 

4. Rejected. Extra “human 
freight," unwanted, and given 
little affection? 


5. Denied your rights, to be 
seen rather than heard, 
forced to be quiet and cour¬ 
teous ? Domineered ? Dis¬ 
criminated against? 

6. Laughed at, frequently ridi¬ 
culed ? 

7. Emotionally insecure because 
parents were incompatible, 
or food and shelter were 
uncertain or appeared to be 
uncertain ? 


B 

Which method of adjustment 

did you use? 

1. Sickliness. “Nervousness" to 
prove need for special con¬ 
sideration. 

2. Unruliness in order to gain 
the limelight, sarcasm, bitter 
word-battles to deal with 
domineering parents. 

3. Model behavior in order to 
deal with domineering par- 
ents. or hoping for affection 
by being a paragon of virtue. 
Self-righteousness. 

4. Keeping to yourself to avoid 
failure. Seclusiveness in 
games and comradeships. 
Shut-in personality. 


5. Belligerence Spoiling the 
fun of others to avoid games 
where you might fail. 


6. Fear lest you might be ridi- 
culed. Not taking school or 
work seriously. 

7. Felt hysterical when parents 
argued or when sustenance 
was in doubt. 


C 

In adulthood, which method of 

adjustment do you now use? 

1. Sickliness. "Nervousness.” 
Pains that your family physi¬ 
cian seems unable to cure. 

2. Argumentativeness. Word- 
battles. Comedian knacks or 
witticisms to gain attention. 

3. Seek perfection for yourself. 
Self-righteousness. Consider 
yourself better than other 
people. 

4. Seclusiveness. You avoid 
games and social affairs. 
Have very few friends. Or, 
you seek acceptance by 
others, want to be one of the 
group you admire. 

5. Radical tendencies. Cyni¬ 
cism. You believe you could 
remodel the world. 


6. Laugh off your obligations. 
Change interests without any 
real reason for the change. 

7. Lack self-confidence or are 
strongly motivated to make 
money or to win friends on 
whom you can depend. 


meaningful pattern. This fact makes neces¬ 
sary a wide knowledge of affect fixations and 
typical forms of adjustments. The lack of 
fixed or standard adjustments to specific bar¬ 
riers means that every individual must be 
comprehensively analyzed in order to be 
understood. Clinical psychology is a very 
complex study. The clinician knows, for ex¬ 
ample, that the adult cannot accurately recall 
childhood events. Nor can he describe how he 
felt as a child. The affect fixations of his 
childhood must be deduced from the case 
history. 

From the standpoint of understanding the 
adult’s personality, particularly his drives and 
his qualitative strengths and weaknesses, the 


persistent affect fixations are especially im¬ 
portant. A good example with comments is the 
following, written by a psychiatrist: 

Everyone’s personality and behavior are col¬ 
ored and affected in a large degree by the child¬ 
hood emotional constellations, but the more these 
interfere with adult behavior, the more rigidly 
they determine behavior, the more “neurotic” is 
the individual. Again it is a quantitative matter. 

A simple example is a certain career woman, 
no longer young. Her father had been away a 
great deal while she was a child, and while at 
home he was partly very indulgent toward her 
but also partly irritable and neglectful. She 
reacted with longings for him but also with a 
deep resentment against him. This became a 
fixed pattern in her relations with men. She 
repeated it in her marriage and in position after 
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position. She longed to be a favorite of the head 
of the firm but would never admit this. She 
would start off doing very well and making an 
excellent impression. But gradually her hostility 
to her employer would become so open and in¬ 
tense that it would only be a matter of time be¬ 
fore some incident would precipitate her depar¬ 
ture. 

In one firm she became good friends with one 
of the junior members. He left later to go into 
business for himself and asked her to go with 
him. She was by this time openly hostile to the 
boss and gladly accepted the offer. Things went 
well for a time, but then the old pattern re¬ 
asserted itself. So long as this man was a junior 
partner, himself somewhat hostile and rebellious 
against their boss, she got on with him famously, 
for she unconsciously identified with him, as a 
child hostile to his father, like herself. But when 
this same man had his own firm and was in the 
father position himself, then she could no longer 
identify with him as a rebellious child, and she 
developed toward him the hostility she was de¬ 
stined by her inner reactions to have toward all 
men whom, for one reason or another, she looked 
to as fathers... 

Such a tendency unconsciously to put certain 
men into a category is a failure to discriminate 
them from the original object, in this case the 
girl’s own father. Often in this case, the men 
were in reality totally different personalities from 
her father, and they were usually amazed at her 
reactions to them. But, because of her emotional 
pattern she saw them as a class and not as they 
really were. She must revenge herself on all men 
in superior positions for her father’s treatment 
of her, instead of being angry only at him and 
treating other men as different individuals. This 
reaction against her father became a set pattern, 
carried with her years later after her father was 
long dead and she herself was a grandmother. 

The constellation of desires and impulses al¬ 
ways seeks and always finds ways in life of choos¬ 
ing individuals and situations in its efforts to be 
gratified. It is this complex of desires pressing 
for satisfaction which seems, more than anything 
else, to account for the persistence and the ac¬ 
curacy with which everyone repeats in adult life 
the emotional patterns of his childhood. And it 
is these patterns which cause one to fit other 
people into classes and categories formed by these 
desires. Perhaps mother was kind and sister a 
bitter rival—hence, an exaggerated tendency to 
look for love from older women and to fear and 
compete with women of one’s own age. To put 
it another way, the person becomes “conditioned” 
to hating, loving, competing, and so on. in rela¬ 
tion to certain individuals in childhood and then 
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fails to discriminate between them and others 
but reacts to whole classes or categories of per¬ 
sons of his own making. 

Some people do not emphasize whole categories 
of people so much as they select a few actual 
persons in life with whom to repeat their family 
relationships... 

If a child has good relationships with most 
members of his family, then he has enough such 
models for later life so that he will probably get 
along well with people. But if most or all his 
childhood relationships are bad, then he lacks 
the models for good relationships and will almost 
certainly have serious difficulties with people in 
later life. Probably no one can live long without 
at least one good emotional relationship without 
developing serious neurotic symptoms of some 
kind. 

We have focused upon the effects of external 
influences such as deprivation, spoiling, cruelty 
and domination in forming the patterns. In 
some cases, internal factors are also of impor¬ 
tance. as when the development is impaired not 
so much by these environmental emotional in¬ 
fluences as by long illnesses, severe shocks or 
congenital deficiencies, be these physical, intel¬ 
lectual or emotional. The end result always de¬ 
pends upon an interaction of the congenital and 
the environmental factors. 2 

Of course, everyone has many predisposing 
influences in his growth: early environmental 



136 


COUNSELING: INFLUENCES AND CASE PROBLEMS 


conditions, his culture, race, sex, bodily phy¬ 
sique, health, muscular structure, glandular 
functioning, and intelligence. Only one of 
these factors, intelligence, can be treated here. 


Infelllg«nc« 


Anyone who examines an individual’s ad¬ 
justments to life’s problems is bound to note 
that his intelligence shows some direct rela¬ 
tionships. People of higher intelligence can 
handle problems which are beyond the capa¬ 
cities of those of lower intelligence. 

Intelligence has been defined in numerous 
ways. One recommended definition is, “The 
degree of availability of one’s experiences for 
the solution of immediate problems and the 
anticipation of future ones.” 1 

Some investigators think that the intelli¬ 
gence of an individual is probably fixed at 
birth, and certain ones believe that it is deter¬ 
mined even before birth through heredity.* 
Whatever its basic origin may be, a person’s 
intelligence quotient, as measured by various 
I Q- tests, may vary over a span of years. In 
general, however, the range in which an indi¬ 
vidual falls usually remains fairly constant. 
We would not expect a child whose I.Q. tests 
at 80 one time to have an I.Q. of 130 ten 
years later. We would not be too surprised, 

* Certain investigators who believe that intelligence 
is inherited often dismiss the low-intelligence person 
whom they have tried to aid but could not with the 
remark: "He was gypped by the genes." The mecha¬ 
nisms of genes and chromosomes are blamed for the 
level of mental ability. However, if intelligence is 
wholly inherited, we still have much to learn about 
influences and factors in inheritance. 

"Stoddard has cleverly observed that, while Cali¬ 
fornia state institutions over the past thirty years 
have sterilized 13,000 insane and feeble-minded per¬ 
sons, the follow-up, sixteen years later, of Terman's 
gifted children reveals that about 40 per cent of the 
parents of gifted children report mental abnormality 
among their near relatives. As Stoddard observed, 
'Very likely a genius is himself safe in California, 
but it seems reasonable to say his near relatives had 
better watch out.”’ See Addresses and Discussions 
Presenting the 39th Yearbook, NSSE, “Intelligence: 
Its Nature and Nurture,” 1940, p. 49. Last paragraph 
quoted from John T. Wahlquist, “Is the IQ Con¬ 
troversy Philosophical ?” School and Society, Novem¬ 
ber 30, 1940. 


however to find that his I.Q. had gone up to 

100 . 


IQ = 


Mental Age X 100 
Chronological Age 


An individual may go through adjustment 
experiences which result in a raising or lower¬ 
ing of his intellectual capacity. In the case of 
some children, favorable educational influ¬ 
ences tend to raise the I.Q. The child who is 
encouraged to think independently, to use his 
intellectual curiosity, to have his ability chal¬ 
lenged, and to gain satisfaction from his in¬ 
tellectual endeavors may have an increase in 
his intelligence quotient. 4 The amount of the 
increase and the exact conditions under which 
it does occur is still largely a problem for 
future research. 

In the clinical areas of child guidance, 
many cases of “pseudo-feeblemindedness” 
have been reported. The child is really intel¬ 
ligent, but acts as though he were feeble¬ 
minded. He is afraid to undertake any ac¬ 
tivity, even play. The problem to which he 
is adjusting by a paralyzing fear may be a 
dislike of school because of the presence of 
other boys who “beat him up” and otherwise 
intimidate him. 5 

Clinicians believe that a child's perform¬ 
ance on an intelligence test is likely to be 
impaired by serious emotional problems. 
Knowing this, the typical clinician regards 
test scores of such children as measures of 
intellectual functioning at the time of testing, 
not as measures of actual intellectual poten¬ 
tial. Studies of the effects of a favorable 
hospital program on emotionally disturbed 
children show that some children have a rise 
in the Verbal IQ with overall clinical im¬ 
provement. 6 

In the field of education, intelligence tests 
have been useful in estimating the learning 
capacities of pupils. For example, idiots (IQ 
under 25), imbeciles (IQ, 25 to 49), and 
morons (IQ, 50 to 69) have such limited 
learning abilities that special long-term in¬ 
struction is necessary to teach them the sim¬ 
plest habits. Idiots cannot learn to dress 
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TABLI 7.2 


Feebleminded: 

Idiot . 

Imbecile . 

IQ 

Percentage 

Population 

I ■ 

Moron . 

. SO- 69. M A 7-11 vears 

Borderline . 

Dull . 

. 70-79 . 

5 

14 

Average . 

. 90-109 . 

60 

High average . 

. 110-119 

. 14 

Superior . 

. 120-140 . 


Very superior . 


1 6 


themselves or to say more than a few simple 
words. Imbeciles can learn to talk to a limited 
extent and even do simple manual labor 
under close supervision, but they cannot learn 
the value of money. Morons can learn to read 
and write and perform routine factory tasks, 
but they cannot be expected to go beyond the 
fifth grade in school. 

Differences in levels of intelligence are often 
summarized as indicated in the table on this 
page. 

Morons have normal impulses but they 
cannot foresee consequences of their own acts 
and so often get into trouble with the law. 
They buy goods on credit but forget to pay 
for them. Among the girls, the percentage of 
illegitimate motherhood is very high. Many 
of the boys are likely to become professional 
toughs or petty thieves, or transients. One 
study of 504 transients indicated that feeble¬ 
mindedness was an important background 
factor in transiency. The transient group 
studied contained twelve times the proportion. 
of mental defectives as the general popula¬ 
tion. 7 

The records of gifted children have shown 
that, contrary to popular opinion, they do not 
become insane or die young. They do have 
some emotional problems, but they tend to 
achieve happier and more successful lives 
than their less gifted brothers. Of the 1,400 
gifted children selected as being the brightest 
among 250,000 Californians by Dr. Lewis M. 
Terman in 1922, one half of the boys have 
entered the professions and a fourth are in 
semi-professional occupations or business. 


Their incomes in 1960 were also considerably 
above the average of the general population. 

College students in general are of superior 
intelligence. However, when the scores on the 
American Council Psychological Examination 
were converted into equivalent IQ’s by Arthur 
E. Traxler, using the recommended procedure, 
wide differences between colleges were found. 
The quartile and median IQ’s at 323 colleges 
varied greatly. 8 For admission to college, 
there is no unqualified answer to the question 
as to what intelligence quotient is necessary. 
The IQ needed depends upon the college 
considered. 

Usually, we do not use the term IQ for 
adults. When children near the age of sixteen, 
it is difficult to compute the relation between 
mental development and chronological age. 
For adults, we prefer to specify the Percentile 
Rank (P.R.),* that is, the percentage of the 
population or group that ranks lower than 
the person tested. If a test shows that an 
applicant has a P.R. of 75, it means that 75 
per cent of the population (or group) rank 

• The term centile is also used by many authors. 
Whenever we use either percentile or centile, we 
should recognize the specific group to which the 
term applies. For example, a given college student’s 
intelligence test score may place him below the 
20 th centile on a specific test administered to college 
students only. When the same or another intelligence 
test is administered to members of the general popu¬ 
lation, the same student may fall above the 70th 
centile for the group. On the other hand, centilcs are 
a convenient device for showing a person’s score on 
different kinds of tests such as intelligence, dominance, 
musical aptitude, and so on. Many psychographs or 
mental profiles are constructed on the basis of the 
centile concept. 
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lower in the test than the applicant and 25 
per cent rank higher. Similarly, if an appli¬ 
cant has a P.R. of 50 on a test, he is higher in 
the trait tested than 50 per cent of the popu¬ 
lation and lower than 50 per cent; hence, he 
is average for that trait. 

Obviously, intelligence has a direct bearing 
on the individual’s possibilities of succeeding 
in a vocation, most particularly the profes¬ 
sional level of occupation. In regard to ad¬ 
justment, the relationship is not so clear-cut. 
The psychoneurotic adjustment group, for 
example, compares favorably in intelligence 
with the general population.’ 

A review of the findings concerning the re¬ 
lation between intelligence and personality 
inventories for members of the military serv¬ 
ices of the United States, World War II, 
revealed little evidence to support the idea of 
a common intelligence factor in personality 
inventory scores and adaptability to military 
life. There was some evidence, however, to 


indicate that the relation between adjustment 
to military life and intelligence is stronger in 
the lower reaches of intelligence than in the 
levels above. 10 

In a study of college freshmen in which the 
"Problem Check-List” by Ross L. Mooney 
was used, a very low negative relationship 
was found between the number of problems 
checked and both grades and intelligence test 
scores, indicating a slight tendency for poorer 
students to have more problems. "Correlations 
with grades show a tendency for those who 
make the low grades to have more problems 
in adjusting to college work.” 11 

Certainly, we can conclude that neither 
high intelligence nor low intelligence guar¬ 
antees either good or poor adjustment. The 
person of high intelligence has the advantage 
of capacity for greater insight into his prob¬ 
lems and ways of dealing with them. How he 
uses his capacity depends on other factors, 
such as his psychological needs. 
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NEEDS 

Numerous approaches to the “why” in the 
behavior of people have been made by psy¬ 
chologists. They have developed special con¬ 
cepts such as “motive,” “drive” and “need.” 
The terms apply to predisposing influences in 
behavior of a psychogenic nature. Currently, 
the term “need” is receiving considerable em¬ 
phasis in certain behavioral researches. Some 
of the terms used to describe needs are also 
used in describing adjustments. However, 
when a term such as “aggression” is used in 
regard to needs, the emphasis is on the long¬ 
term motivational aspects. When used in re¬ 
gard to adjustment, the emphasis is on the 
dynamic aspects in dealing with a problem 
and the behavioral pattern that develops. The 
adjustment concept gives considerable atten¬ 
tion to origin; need concept gives little atten¬ 
tion to the origin or development of the 
motivation. Those who think in terms of 
needs are not usually concerned as to the 
complex influences that bring about a need, 
even though factors involved in the origin of 
the need are rather obvious as in stress 
situations. 

We can easily note the influence of needs 
when we study people in stress situations as 
in war. A former prisoner of war described 
the outward changes in behavior of prisoners 
as their hardships changed. He wrote the 
following letter to Dr. Ernest Dichter, head 
of the Institute for Motivational Research, in 
regard to his concept of four basic drives in 
human motivation: 

When we were starving and freezing (one 
bowl of watery soup per day for over a month), 
we talked and dreamed only of food; when ra¬ 
tions were increased to the point where hunger 
pangs were less severe, we talked about women, 
when the food situation improved still more, we 
became concerned for our safety; and when, on 
the two occasions we were privileged to eat all 
we wanted (Christmas, 1944. and May 1945), 
we got ambitious and philosophical and began to 
talk about our stations in life and those to which 
we aspired. 12 

One of the reasons why psychologists had 
to become concerned about the individual’s 


deep-seated needs was the recognition that 
harsh punishment does not always extinguish 
undesirable responses. 

Some psychotherapists conceptualize men¬ 
tal illness in terms of the individual’s need- 
structures. The woman whose affect fixations 
and adjustment tendencies have generated an 
intense need for admiration may not be able 
to find enough admirers to satisfy the need 
and gain psychological equilibrium. The man 
who has a need for power, money, order or 
some other personal gratification may not be 
able to find a place in life where the intense 
urge is adequately satisfied. Peace of mind for 
such an individual is a very difficult attain¬ 
ment. He may not be able to resolve the 
conflicts between his strong need drives and 
the resources and controls of the environ¬ 
ment. Studies in daydreams indicate that 
many differ with respect to need drive as well 
as content area. 11 

Needs are given much study by psycholo¬ 
gists, but most are more concerned with the 
manner of expression than their origin. A good 
example is the need for personal recognition, 
which may be expressed either in selfish be¬ 
havior that has an unpleasant influence on 
associates, or, on the other hand, on becoming 
especially friendly. Even though our main 
interest may be in the outward expression 
rather than the origin of the drive, we can 
understand and, at times, direct the manifest 
behavior more intelligently if we can sense 
the motivating influences, the needs, that give 
the behavior impetus and continuity. Every 
socially alert person daily recognizes the spe¬ 
cial needs of associates. 

Each researcher uses a classification of 
needs that he finds appropriate for the 
specific project which he investigates. The 
terminology in regard to the designation and 
definitions of needs has not been standard¬ 
ized. However, one of the oft-quoted lists of 
needs as developed by a psychologist is that 
by H. A. Murray. 14 

The Allen L. Edwards Personal Preference 
Schedule (EPPS) was designed as a self¬ 
rating instrument to measure the strength of 
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TABU 7.3 


THE EPPS VARIABLES AND NEEDS ASSOCIATED WITH THEM 


EPPS Variables and 
Their Abbreviations 
Achievement (ach) 
Deference (def) 

Order (ord) 
Exhibitionism (exh) 
Autonomy (aut) 
Affiliation (aff) 
Intraception (int) 
Succorance (sue) 
Dominance (dom) 
Abasement (aba) 
Nurturance (nur) 
Change (chg) 
Endurance (end) 
Heterosexuality (het) 
Aggression (agg) 


Condensed Descriptions 
To do one’s best, to be successful 
To do what is expected, to let others make decisions 
To be neat and orderly, to have things organized 
To say and do things that cause one to be noticed 
To be able to come and go as one desires, to be independent 
To do things for friends, to form new friendships 
To analyze one’s motives and feelings 
To have others provide help, to seek encouragement 
To be a leader in groups, to make decisions for the group 
To feel timid and inferior to others 
To assist others less fortunate 

To do new and different things, to move about the country 
To keep at a job until it is finished 
Interest in the opposite sex 

To attack contrary points of view, to get revenge 


The condensed descriptions are taken from more complete statements of the variables 
measured by EPPS as given in the Edwards Personal Preference Schedule Manual, 
(New York: The Psychological Corporation, I9S4). 


personal need in regard to IS “normal” per¬ 
sonality variables. The statements in the 225 
EPPS items and the variables that the state¬ 
ments purport to measure have their origin 
in a list of manifest needs presented by H. A. 
Murray and others. The names assigned to 
the variables are those used by Murray. 

Table 7.3 presents a list of the 15 variables 
with brief descriptions, “Self-Rating Cate¬ 
gories,* MS derived from the descriptions of the 
variables as published in the EPPS Manual. 16 

This measuring instrument has been used in 
numerous and varied studies. The 15 manifest 
needs have become a part of current psycho¬ 
logical literature as exemplified in this com¬ 
ment by a psychologist who studied members 
of the Peace Corps: 

I surmise that Volunteers have a high need for 
affiliation. They get substantial satisfactions from 
being with other Volunteers and from associa¬ 
tion with new friends in other lands. They wear 
no hair shirts, nor are they out for an irrespon¬ 
sible lark. They say: “It will be good to make 
friends in other lands,” "It will be fun to see the 
world”; they also say, "I know I will have dys¬ 
entery, it will be hot and dusty, I will be lone¬ 
some.” 17 

Another study showed that the average test 
profile of the needs of experienced engineers 


differs markedly from that of male liberal arts 
students. The engineers scored higher on 
the EPPS on variables such as Achievement, 
Order and Endurance. They were lower on 
Affiliation, Abasement and Nurturance. 18 

When a study was made of 1802 managers 
of a wide variety of companies, line managers 
perceived greater need fulfillment from their 
jobs than the staff managers. 19 

An interesting study of adjustments indi¬ 
cated that well adjusted persons gain more 
need satisfactions than the maladjusted. 20 

The EPPS schedule is not suitable for use 
in the selection and placement of job appli¬ 
cants, 21 but is useful in certain research and 
counseling situations. The subject of needs in 
counseling is so large that we can treat only 
two of the most common categories of their 
influence. One of the categories deals with 
positive, the other with negative value adjust¬ 
ments. 

Need for Achievement 

Students who score high in achievement 
needs tend to make higher grades in college 
than those who score low. When degree of 
aptitude for college work as indicated by 
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College Entrance Examination Board tests is 
held constant, engineering students who 
score high in achievement needs tend to make 
higher grades in college than the aptitude test 
scores would indicate. 22 

We can define this need as the habitual 
desire to do useful work well. It is a salient 
influence characteristic of those who need 
little supervision. Their desire for accomplish¬ 
ment is a stronger motivation than any stimu¬ 
lation the supervisor can provide. Individuals 
who function in terms of this drive do not 
“bluff" in regard to a job which they fail 
to do well. 

Some employees have a strong drive for 
success in their work; others are satisfied 
when they make a living. Those who want to 
feel that they are successes have high levels 
of aspiration for themselves. Thoughts con¬ 
cerning the achievement drive are often prom¬ 
inent in the evaluations made by the typical 
employment interviewer who interviews col¬ 
lege seniors for executive training. He wants 
to find out whether the senior has a strong 
drive to get ahead or merely to hold a job. 
Researches indicate that some who do get 
ahead have an even stronger drive to avoid 
failure. 25 

Generally, college men have stronger 
achievement needs, to dominate, to be aggres¬ 
sive, and to be autonomously self-directing 
than college women. The college women have 
stronger needs to defer to others, to have close 
affiliations with others, to introspect regarding 
their personality, to help others, and to be 
dependent on others. 24 

Of course these differences in achievement 
needs between men and women often lead to 
frictions in the marital state. The typical wife 
who is married to a man of high achievement 
needs cannot understand why he should neg¬ 
lect her and the children in order to give full 
attention to his job. She may feel neglected, 
treated unfairly. Her needs differ so decidedly 
from his. 

If she accepts the situation but does nothing 
to lift her career or intellectual achievements, 
she may, in time, feel that her husband has 
risen to a high level while she has remained 


on a lower level. This feeling on her part is 
likely to develop special needs which she may 
satisfy by positive or by negative value 
activities. Her special needs may cause her to 
become keenly devoted to children or friends. 
These are positive value tendencies. Of course 
she might instead develop negative value 
adjustments such as neurosis and faultfinding 
toward those who appear to be on a higher 
career level. 

Many persons seek satisfaction for their 
achievement needs through status symbols: 
a respected title, a distinctively furnished 
office, a home in a high-income area, or owner¬ 
ship of a boat that elicits social recognition. 
Many achievers are motivated by an urge to 
acquire status symbols. To some persons, such 
as those who are highly creative, status 
symbols may be of little value. Those who 
have strong affiliation needs may prefer 
friendships to status. The lonely single girl 
who lives by herself in an apartment may, for 
example, decline an offer of a better job that 
includes a prestige title because it would take 
her away from old friends who are congenial. 

An examination of current psychological 
literature concerning achievement needs will 
present closely related needs, particularly 
those of self-actualization. These emphasize 
the needs for opportunity for personal growth 
and development, for the feeling of worth¬ 
while accomplishment, for the liberation of 
creative talents, and for the feeling of self- 
fulfillment as a person. 25 

The needs for self-actualization have re¬ 
ceived so much attention by writers in the 
behavioral sciences as related to management 
that at least one company, a California elec¬ 
tronics manufacturer, organized its manufac¬ 
turing operations so that these needs may be 
fulfilled on the part of the employees. This 
was done by having management regard its 
functions as those of teaching and training 
rather than of directing and controlling, by 
letting teams of workers pace themselves at 
their own rhythm, and by letting the worker 
do or see a whole job. 26 

An important limitation of this method of 
conducting a business is that roughly 30 per 
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cent of the members of our population are not 
mature enough to survive under this approach. 
One study suggested that self-actualization is 
a middle-class value, inasmuch as only the 
professional and white-collar workers ques¬ 
tioned expressed concern with the personal or 
ego satisfactions to be derived from the job. 
The blue-collar workers studied made no men¬ 
tion of such satisfactions, leading the re¬ 
searchers to conclude that self-actualization 
was unimportant to them.” 

Aggreoion Needs 

Almost every student has experienced the 
need for aggression. He has expressed some 
of his antagonisms toward unpleasant educa¬ 
tional-institution frustrations by criticism of 
a teacher’s marking methods or by making 
derogatory comments about the college’s food 
service. A wise administrator learns to dif¬ 
ferentiate between objective comments and 
griping. Generally, griping is only partially 
justified, but it frequently makes the griper 
feel better because it satisfies some of his 
aggression needs. 

The aggression drive, in its simplest form, 
expresses itself in destructive thoughts. When 
the individual fails to grow up emotionally, 
the drive continues to express itself in acts 
of faultfinding, selfishness, procrastination, 
jealousy, and hostility. The aggression drive 
is a force that makes us want to hit out when 
we are frustrated or angry or hurt. It stimu¬ 
lates us to defend ourselves against attack. 
Counselors recognize that when it is coordi¬ 
nated and balanced with a constructive pur¬ 
pose, the aggression drive^can lead to or be¬ 
come transformed inttr'a constructive drive. 
It may help the individual conquer obstacles 
that stand in the way of reaching a difficult 
but worthwhile goal. A constructive drive 
makes us want to build rather than tear down, 
to create rather than destroy. In infancy, the 
constructive drive is self-centered and pleas¬ 
ure-seeking. Its primary aim is self-preserva¬ 
tion, as exemplified by the baby’s efforts to 
obtain food, warmth, and affection from those 


around him. These things are essential to the 
baby's survival. In later stages, the earlier 
self-centered drives normally become con¬ 
structive—they are expressed in thoughts and 
actions that are kind and creative. That is 
why we do not admire the adult who func¬ 
tions mainly in terms of aggression. We re¬ 
cognize that he has not as yet attained the 
maturity of control and direction of his 
aggression tendencies. 

Unfortunately, too, the individual may turn 
his aggressive drives against himself in self¬ 
punishment or, in extreme cases, suicide. In 
industry, this is seen most often in the form 
of accidental injury. Of course, many ac¬ 
cidents are not a form of self-punishment, but 
close study of accidents has shown that the 
people involved often "forgot” or disregarded 
safety precautions in a manner that is dif¬ 
ficult to understand on a conscious or logical 
basis. Unconsciously these individuals created 
a situation in which they could be or were 
injured. 

Counselors often note that a person’s ag¬ 
gressive drives may go around his conscious 
guard to find expression in activities that he 
perceives as commendable. An example is the 
supremely honest man who must give his 
frank opinion to his friends on everything 
that they say or do. He not only believes that 
honesty is the best policy in all cases, but he 
practices it even though it sometimes harms 
those he likes. These are the self-righteous 
persons whom we avoid because they go out 
of their way to find fault in order to make 
themselves feel better. 

We see many examples of unconscious 
hostility in the not-too-well-disguised joke 
aimed at other people. Aggressive feelings are 
expressed through humor that is enjoyed at 
the expense of the other person. Humor is one 
of the more subtle ways in which people can 
express their aggressions. True humor is 
enjoyed by all the persons involved in the 
joke. 

The need for outlets of aggression tenden¬ 
cies is frequently exemplified in the history 
of nations. The demagogue has had great in- 
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fluence in the evolution of world affairs. He 
can always find some people who seek a new 
or better outlet for their hostilities. Scape¬ 
goats are universal in the history of nations. 
These destructive aggressors do not follow- 
ordinary codes of ethical conduct—they have 
a deep-seated need to be cruel to even those 
people who treat them kindly and justly. 

Every large business organization is likely 
to have one or more scapegoats or whipping 
boys—individuals who rightly or wrongly are 
targets for blame, even abuse. The individual 
chosen for the satisfaction of this need is 
likely to be an unpopular power-seeking per¬ 
son who recognizes that he is hated but he is 
not emotionally disturbed by the snide re¬ 
marks which he knows are expressed against 
him behind his back. Top management men 
are not ordinarly disturbed by the employees’ 
hatred toward the scapegoat member of their 
group—they know that many employees have 
unconscious needs for such an outlet. Sub¬ 
consciously, too, perhaps some feel that if one 
member of the organization is the unofficial 
whipping boy, the other members are likely 
to have fewer mudballs thrown at them! 

Ideally, no one should have destructive ag¬ 
gressive tendencies. Practically, all persons 
have them to some extent, but most people 
keep them repressed. When repressed, they 
are likely to appear in disguised forms, com¬ 
monly in psychosomatic or other functional 
disorders. This is especially likely to occur 
with people who are under constant pressure 
but cannot speak out for some reason. Public 
contact officials who have to be “nice” to 
everybody occupy this kind of situation. If a 
person in this kind of situation “blows up” 
occasionally, he should be forgiven. 

Some children are reared in a firmly con¬ 
trolled manner. The child from infancy on is 
taught not to show his anger openly. He is not 
allowed to quarrel with brothers and sisters, 
to express jealousy, or to say, “I don’t like 
you!” He is taught that it is wrong even to 
think these things. In adulthood, this kind of 
upbringing in regard to the firm control of 
aggressive feelings becomes an unconscious 


part of his psychic life. Consciously, he may 
not feel angry. He may not even realize that 
he denies his angry feelings. When, on occa¬ 
sion, he is provoked to anger he unconsciously 
feels guilty about his feelings of hostility 
which he dare not express. On the job, he may 
be easy to get along with; he never picks a 
fight, he never questions his supervisor’s com¬ 
mands, and he does not argue when he is 
passed over for a promotion which he believes 
that he deserves. Even though this kind of 
person gets along quietly with everyone, he 
seldom develops close friendships. He usually 
has no deep interests outside the job. Even¬ 
tually, however, the pent-up angry feelings 
take their toll. He has no safety valves 
through argument or an absorbing interest. 
He becomes an asthmatic, ulcer, migraine, or 
some other variety of patient whose ailment 
cannot be cured by medicines. 

Frustration arouses energy. If this energy 
cannot be expressed, by prompt satisfying 
means of expression, it is nonetheless dis¬ 
charged somehow. If you are reprimanded but 
cannot talk back, you may later yell at 
someone for a minor misdeed. You may berate 
a waitress or yell at other drivers of cars you 
pass on the way home. 

Momentary and short-lived flareups of this 
kind are common to all of us. When, how¬ 
ever, the aggression evokes feelings that are 
out of all proportion to the situation, we say 
that hostility is expressed. Unlike anger, it 
tends to linger on. 

When a counselor finds that a person is 
hostile to someone for no apparent reason, he 
tries to discover whether he is transferring 
his frustrations from other experiences into 
hostility toward the symbolic target. Obvious¬ 
ly the individual usually needs the benefit of 
psychological assistance in recognizing his 
hostility and in achieving more satisfactory 
relations with others. 

Coping Mechanisms 

Even though much of an individual’s be¬ 
havior is an attempt to satisfy his needs, we 
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must not imagine that he is bound to remain 
the helpless victim of his need drives. He has 
many coping mechanisms. Coping mechanisms 
are often related to the defense mechanisms. 
The defense mechanisms indicate how the 
individual adjusts to conditions that arouse 
his anxieties. The coping mechanisms indicate 
how he utilizes positively both his potentiali¬ 
ties and his defense mechanisms in his life 
and work situations. From this standpoint, 
each person exhibits two varieties of behavior : 
one variety develops from needs to which he 
adjusts inadequately as in negative value de¬ 
fense mechanisms, the others are expressions 
of ways in which he channels his tensions and 
need outlets into the means of making a 
living, living with others, and living with 
himself. The human relations specialist sees 
examples every day of individuals who exhibit 
markedly disturbed personality patterns, in¬ 
ability to live with themselves, but they func¬ 
tion effectively in work and certain other 
situations. They have good coping mecha¬ 
nisms. 28 

Our major question about the individual's 
characteristic behavior should not be: “How 
normal or abnormal is he?” but rather “Are 
his coping mechanisms enabling him to func¬ 
tion effectively in certain situations under 
certain conditions?” In everyday practice, al¬ 
most every intelligent observer does this. He 
knows that certain defensive or other inade¬ 
quately adjusted persons manage to do good 
work and live happily when channels of ex¬ 
pression lead to satisfaction of their needs. 

Certainly, many a college student who has 
worked in factories during summer vacations 
has met a certain type of foreman who has 
had little formal education. The lack has 
made him both proud and resentful—proud 
because he has achieved a good position 
despite his lack of formal education and 
resentful because of his work environment 
where special recognition is given to “college 
men.” A foreman of this kind is apt to divide 
industrial employees into two groups: the 
“practical” and the “theoretical” men. When¬ 
ever he deals with a college-educated man 


such as an engineer, he enjoys finding evi¬ 
dence of the theoretical man’s stupidity. Such 
a foreman may treat members of management 
with great respect but he likes to bawl out 
subordinates, particularly "dumb college 
men." 

If the college man is aware of the influence 
of such a foreman’s needs, he is not disturbed 
by the bawlings-out. Instead, he accepts them 
as of incidental note with a comment to him¬ 
self such as "Aw, the boss just has to bawl 
me out occasionally—it makes him feel 
better!" The smart college man recognizes the 
needs expressed in the foreman’s behavior, 
overlooks it, and concentrates on learning 
worthwhile matters from the foreman’s practi¬ 
cal experience. 

Also, we need to realize that the channels 
of expression of a person’s needs may change 
as he undergoes new experiences such as edu¬ 
cation, change in status, or “shock” arising 
from a tragic experience. The earlier expres¬ 
sion of the need drives may be modified by 
later needs even though the earlier patterns 
tend to remain in controlled form. 

Of course the student of psychology is 
likely to ask "What specific technique should 
I use in order to recognize and evaluate 
properly all the various predisposing influ¬ 
ences at work in the life of an individual such 
as a problem person?” The answer obviously 
is “There is no one standard procedure.” 
However, we can arrange the known facts and 
cues about a person’s behavior, particularly 
about human behavior, so that he can ap¬ 
proach his study of an individual with prob¬ 
lem behavior, into a working outline. 

Needs can be deduced from a knowledge 
of a series of adjustments made by the indi¬ 
vidual or by case studies. 

The person who wishes to learn the mode 
of thinking used by clinical psychologists may 
start to do so on a relatively simple level, 
through the adjustment concept. 

The psychological findings about a human 
being cannot be satisfactorily arranged in 
terms of some algebraic formula, but the facts 
can be thought of in patternful relationships, 
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as suggested by the Seven-Phase Outline of 
Table 7.4. Such an arrangement of informa¬ 
tion about a problem person enables us to 
appreciate wherein he is a person with a prob¬ 
lem and how his psychological background 
influences some of his conduct. 

We should try to learn enough psychology 
to be able to see the significant adjustments 
which occur in the lives of those around us. 
Of course, if we have a professional respon¬ 
sibility for the mental health of others, we 
should read many books on psychology and 
attend clinics in order to become alert to the 
subtle influences in the lives of our malad¬ 
justed associates as well as in our own mental 
development. 

TABLI 7.4 

SEVEN PHASE OUTLINE FOR STUDY OF PERSONS 
WITH ADJUSTMENT PROBLEMS 

/. The Barrier: the problem or problems, osten¬ 
sible or actual. See Section I of Table 2.2, page Si, 
for a list of barriers. 

2. Predisposing Influences: long-term factors such 
as endocrine glands, bodily health, cultural environ¬ 
ment, or personalities in the home. These may be 
known or have to be assumed. 

J. Precipitating Influences: relatively recent factors 
such as a failure, insult, or loss. They may be 
known or have to be assumed. 

4. Direct Attack Adjustments: these are adjust¬ 
ments which the individual should have made, or 
might make in the future. (See Section 1 of 
Tabic 2J, page 40.) 

5. Positive Substitute Activities: these vary with 
the problem, the individual, the total situation, and 
so on. These adjustments tend to strengthen the 
personality for future problems but not usually for 
the problem involved in the adjustment under con¬ 
sideration. (See Section II of Table 2J.) 

6. Evasive or Retreat Adjustments: these also 
vary with the situation but they tend to weaken 
the personality for dealing with the immediate and 
with future problems. (See Sections III and IV 
of Table 2.3.) 

7. How Others Can Help Him: analyzing the 
adjustments of others has little value unless the 
analysis enables us to contribute to the positive 
adjustments and personality well-being of the person 
analyzed. Suggestions depend upon many factors, 
but especially upon the relation of the analyst to 
the person analyzed. 

To the executive, "helping an employee” 
usually means “How can the company im¬ 


prove the employee’s work situation so that 
he may be able to become better adjusted as 
a person?” In order to improve the work 
situation, the employee may be given new 
work, a new supervisor, different associates, 
a leave of absence, or a better interpretation 
of his work situation. Chiefly, however, the 
enlightened executive expresses his encour¬ 
agement by means of the genuine warmth of 
his interest in the employee. In many cases, 
the executive does not discuss the employee’s 
problem with him but he offers the kind of 
understanding that is supportive to the em¬ 
ployee in his attempts to achieve an effective 
satisfying adjustment. The executive does not 
attempt therapy. That function belongs to 
trained specialists outside the company such 
as psychiatrists. If therapy seems to be ap¬ 
propriate, he may help the employee find a 
therapist, but the employee himself, not the 
executive or the company, has responsibility 
for the treatment. The main function of the 
executive is that of a friend who counsels, 
encourages, and interprets in a permissive 
manner. He does not solve the employee’s 
problems for him; he wants the employee 
himself to solve them. 

The main need of many people is ordinary 
friendly counsel and reassurance. Even ani¬ 
mal experiments show the value of that. When 
dogs are purposely made neurotic by experi¬ 
ment, the presence of a human being or a 
friendly dog in a room reassures the nervous 
animal so that he does not always have a 
neurotic attack. Similarly, people need assur¬ 
ance that what they are doing, they are doing 
well. They can often be given sympathetic 
intelligent friendship in learning suitable 
modes of action. 

Encouragement Should Be Supported 
by a Plan of Action 

This kind of friendly support becomes 
especially effective when the person-with-a- 
problem is given a feasible plan of action 
rather than friendly encouragement only. 
Ordinary encouragement to many people 
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means the making of quieting remarks such 
as "Oh, that isn't important—don’t worry 
about it” or "Forget it. It won’t work out 
that way.” A plan of action may be far more 
supportive as indicated by this example: 

Henry, a major in psychology at college, had 
completed his junior year and was working in a 
factory office during his summer vacation. His 
supervisor was an old college graduate who liked 
to encourage students. One day Henry told the 
supervisor about the problem that was bothering 
him to a serious extent. While in college he had 
fallen in love with a girl who came from a home 
where the father held a high-income executive 
position. The girl had three older brothers who 
had graduated from engineering schools and were 
making substantial incomes. To Henry, who came 
from a low-income home, the girl friend’s fami¬ 
ly was in an "entirely different league." He was 
worried, disturbed, anxious. He had been plan¬ 
ning to work for a doctorate in psychology but 
that long-term program did not seem to fit his 
needs. He was also older than most students, 25 
because of military service. 

Fortunately for Henry, his supervisor did not 
say: "Forget it. You’re just as good as anybody 
else. Eventually, you’ll make just as much money 
as the girl friend’s father or her brothers." Nor 
did the supervisor try to analyze Henry’s early 
home life in order to have him realize why he 
had developed a tendency toward anxieties con¬ 
cerning difficult adjustment problems. 

Instead, the supervisor discussed with Henry 
his scholastic record and his hopes for himself. 
He had done especially well in mathematics and 
liked the higher mathematics courses. He had 
been reading about automation and wanted to 
get into that field but he lacked the necessary 
engineering background to do so. He wanted to 
make enough money soon in order to get mar¬ 
ried and have a nice home. 

The supervisor pointed out that one of the 
most rapidly growing phases of automation is 
data processing through the use of the new elec¬ 
tronic computers. Men with mathematical train¬ 
ing and some business background are needed in 
this field and can make rapid advancement. The 
supervisor gave Henry introductions to men and 
publications in the field. Henry followed through 
on the idea and soon lost his anxieties about his 
qualities in comparison with those of the girl 
friend’s father and her brothers. He had been 
given understanding and encouragement by the 
supervisor but the encouragement was backed up 
with an appropriate plan of action. 


Practically, then, helping the employee who 
has a minor maladjustment means helping 
him to learn to feel that his supervisors or 
counselors and associates like him and will 
encourage him while he puts into effect a plan 
of action which will displace the handicap¬ 
ping habits that we call evasion and retreat. 
The study of case problems, limited though 
such study must be, may be helpful to the 
student. 

If students will present for discussion ad¬ 
justment problems that they have observed 
or experienced, they can make vital applica¬ 
tions of important psychological principles. 
The following problems are examples of the 
kind that students have presented for class 
discussion: 

1. Rose Horn feels sorry for Mr. Ray, her em¬ 
ployer. As his secretary, she cannot help being 
aware that he is under a terrific strain at home. 
He often comes to the office in a bad humor and 
is impatient and sharp with Rose; but he is al¬ 
ways sorry for it afterwards and is very uncom¬ 
fortable in her presence. Rose would like to help 
him if she could, but because of his extreme em¬ 
barrassment in her presence, she is afraid that 
she would lose her job if she showed her sym¬ 
pathy. What should she do? 

2. Donald Center is working during the sum¬ 
mer vacation in a toy factory employing twenty 
people in all. Jack Horton, son of the owner, 
works with Donald. Jack is insolent to everyone 
and does not hesitate to countermand the super¬ 
visor’s orders whenever he desires. He makes 
himself generally most disagreeable, the more so 
because Mr. Horton always upholds Jack in any 
disagreement that arises. What can Donald do? 

3. Jerry Tompkins is a graduate of a good 
engineering school and now works for one of 
the Ford agencies in the Middle West. He is the 
only college man in the organization and has 
made fine progress in two years. In his opinion, 
he now knows the job well enough to be able to 
work on his own initiative, but his manager in¬ 
sists on giving him detailed instructions for each 
day, treating him as though he had not yet 
proved his ability. What can Tompkins do? 

4. Alice Jaynes is private secretary to Mr. 
Smiley, a self-made, headstrong, and uneducated 
man, who has a very limited vocabulary and uses 
poor and ungrammatical English. In dictating to 
Alice, he invariably makes serious mistakes, 
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EMPLOYEE REFUSES TO ACCEPT THE IMPRACTICAL DREAMER 

AN OFFER FOR ADVANCEMENT 


Mr. Denison is one of your best and most 
intelligent workers. You find that you must pro¬ 
mote a man to the position of foreman over thirty 
of Denison’s fellow-workers, and Denison seems 
to be the logical man for the position. When you 
explain the work to Denison and offer him the 
foremanship, he says that he is not interested in 
becoming a foreman. He claims that he would be 
unable to direct the work of former associates 
because they know him too well. You, however, 
are convinced that he really would like to have 
the promotion. 

1. The Barrier; 

a. Ostensibly, his lack of self-confidence. 

b. Actually, a fear of ridicule. (Assumed on 
analyst’s part.) 

c. Other assumption: 

2. Predisposing Influences: 

a. Has he developed a rut for himself in his 
present job? 

b. Has he failed in some previous position of 
leadership? 

c. Other: 

3. Precipitating Influences; 

a. Has his wife recently discouraged him about 
his ability? 

b. Did any of his associates talk about his pos¬ 
sible promotion? 

c. Other: 

4. Direct Attack Adjustments i 

a. Take the job and try to develop self-con¬ 
fidence. 

b. Mingle more often with superiors. 

c. Other: 

5. Positive Substitute Activities; 

a. Throw energy into lodge activities to gain 
satisfaction. 

b. Put energy into the present job. doing it 
exceptionally well. 

c. Other: 

6. Evasive or Retreat Adjustments; 

a. Find satisfaction in solitude. 

b. Other: 

7. How Others Can Help Him: 

a. Have him supervise only a few cooperative 
employees until confidence has been gained. 

b. Other: 


George is young and ambitious. He has been 
out of school for one year but has been unable 
to settle down to the routine position which he 
holds with a business firm. He is forever con¬ 
ceiving impracticable get-rich-quick schemes that 
would, he imagines, give him easy money quickly. 
His ideas are so impracticable, however, that he 
is missing opportunities to lay a foundation for 
his future in the firm where he is now employed. 


1. The Barrier; 

a. Tendency to dream because of poor social 
adjustment. 

b. Does not realize what success really is. 

c. Other assumption: 

2. Predisposing Influences; 

a. Is he still in the adolescent age of day¬ 
dreams? 

b. Does he feel insecure because his father and 
mother are incompatible? 

c. Other: 

3. Precipitoting Influences; 

a. Does he find his present work very bore- 
some? 

b. Does he see better-educated workers pass 
him in advancement? 

c. Other: 

4. Direct Attock Adjustments; 

a. Increase his social participation. 

b. Enjoy small successes rather than dream of 
spectacular success. 

c. Other: 

5. Positive Substitute Activities; 

a. Associate with inferiors whom he can im¬ 
press. 

b. Develop a hobby of an unusual kind. 

c. Other: 

6. Evosive or Retreat Adjustments; 

a. Adopt an air of superiority and tell others 
how clever he is. 

b. Other: 

7. How Others Con Help Him: 

a. Build up his self-confidence through social 
activities. 

b. Explain to him the “romances” and “ad¬ 
ventures" of his present job. 

c. Other: 



148 


COUNSELING: INFLUENCES AND CASE PKOBLEMS 


SEX REPRESSIONS 

Richard is a young man who works in a large 
office and is troubled with sordid thoughts, es¬ 
pecially about girls. He comes from a small 
town and has never been away from home before. 
The apparent freedom in social relations between 
the young men and women in his office keeps him 
emotionally upset because he is too self-conscious 
to make satisfying acquaintances of the girls. He 
therefore thinks of girls in a strange, abnormal 
way. 

1. The Barrier i 

a. Ostensibly, an unhealthy mental attitude. 

b. Actually, lack of normal associations. 

c. Other assumption: 

2. Predisposing Influence*: 

a. Was he ridiculed in childhood for associating 
with girls? 

b. Was he too closely supervised or pampered 
when young? 

c. Other: 

3. Precipitating Influences i 

a. Has he been talking with maladjusted men 
about lewd aspects of sex? 

b. Is he still really living in the country? 

c. Other: 

4. Direct Attack Adjustments! 

a. Associate with normal and well-balanced 
girls. 

b. Join a club and learn to dance. 

c. Other: 

5. Positive Substitute Activities i 

a. Become intensely interested in his work 
and avoid women. 

b. Get a job in his home town. 

c. Other: 

6. Evasive or Retreat Adjustments: 

a. Criticize the freedom in social relationships. 

b. Gain satisfaction through daydreaming. 

c. Other: 


7. How Others Can Help Him: 

a. Invite him to attend a mixed social affair. 

b. Other: 


SYMBOLIC ACTIVITY 

Mr. Amulet is a middle-aged man of higher 
than average intelligence who suddenly reaUzes 
that he has become superstitious. He finds him- 
self doing things for good luck or to ward off evil 
omens—superstitious acts which he would have 
scorned a few years ago. He tells himself that he 
must stop these foolish tendencies, but he claims 
that he cannot. 


1. The Borrier 

a. Ostensibly, a desire to avoid injury. 

b. Actually, an unadmitted fear of harm be¬ 
cause of some act of which he is ashamed. 

c. Other assumption: 

2. Preditpoiing Influences i 

a. Many emotional experiences have given him 
a sense of guilt. 

b. Have friends impressed him with the effi¬ 
cacy of their pet charms? 

c. Other: 

3. Precipitating Influences: 

a. Does he believe he escaped an accident be¬ 
cause he obeyed a "premonition”? 

b. Has he recently committed an immoral act 
that has caused him to fear disgrace? 

c. Other: 

4. Direct Altock Adjustments i 

a. Study superstitions and how they may be 
ways to compensate for unadmitted mis¬ 
takes. 

b. Visit a psychiatrist. 

c. Other: 

5. Positive Substitute Activities: 

a. Take part in religious activities as a means 
to adjustment. 

b. Other: 


6. Evasive or Retreat Adjustments: 

a. Immerse himself in the mystical. 

b. Become intoxicated in order to forget his 
superstitions. 

c. Other: 

7. How Others Con Help Him: 

a. Explain to him how one of your fears sym¬ 
bolized feeling of guilt. 

b. Other: 
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THi SELF-CONSCIOUS EMPLOYEE 

Perkins is thirty years old and is a mechanic 
in a garage. He is sensitive and becomes easily 
confused when the foreman, Graves, comes into 
the room where he is working. Graves knows that 
Perkins is a good worker, but when Graves stops 
to watch Perkins, the latter becomes flustered and 
cannot work efficiently. 


1. The Barrier 

a. Habit of dealing with people by thinking of 
himself. 

b. Other assumption: 

2. Prediipoiing Influence! i 

a. Was he reared by parents who criticized 
forwardness? 

b. Was he disciplined severely and made to 
think of himself as unwanted? 

c. Other: 

3. Precipitating Influence! ■ 

a. Has Graves ridiculed him about his work? 

b. Was he recently ignored when he tried to 
be friendly? 

c. Other: 

4. Direct Attack Adjuitmenfn 

a. Become active in an organization to develop 
his self-confidence. 

b. Entertain the boss socially. 

c. Other: 

5. Poiitive Subititute Activitiei i 

a. Find another job. 

b. Supervise his physical inferiors, such as 
children. 

c. Other: 

6. Evoiive or Retreat Adjuitmenfn 

a. Criticize boss and firm. 

b. Daydream and picture himself a hero. 

c. Other: 

7. How Otheri Con Help Himi 

a. Praise him for his "little” social successes. 

b. Other: 


BEHAVIOR VARIES WITH THE SITUATION 

Miss Palmer is considered a competent “com¬ 
plaint clerk" in the public utility office where 
she works. She is a pleasant and convincing 
talker. In the homes of her friends, however, she 
cannot carry on a conversation. She seems to 
have no opinion on any subject. When she is 
asked why she isn’t more sociable, she says she 
just doesn't know what to say or talk about. 


1. The Borrier 

a. Early conditioning or a complex arising 
from an inferior social position. 

b. Other assumption: 

2. Prediipoiing Influence!; 

a. As a child, was she allowed to take part 
in family conversations? 

b. Were her parents socially inferior in the 
community? 

c. Other: 

3. Precipitoting Influence!: 

a. Do her friends tell her that she is a wall¬ 
flower? 

b. Has a confidence been betrayed by one of 
her "friends"? 

c. Other: 

4. Direct Attoek Adjuitmentn 

a. Tell her friends how she feels and ask them 
to help her gain confidence. 

b. Take an interest in other people and talk 
to them about themselves. 

c. Other: 

5. Poiitive Subititute Activitiei: 

a. Lead a group of younger girls who will re¬ 
spect her. 

b. Express herself in activities that do not 
require conversation. 

c. Other: 

6. Evoiive or Retreat Adjuitmentn 

a. Talk about and criticize the girls whom she 
knows. 

b. Adopt an air of silent superiority. 

c. Other: 

7. How Otheri Con Help Her: 

a. Do not give her advice—just show by your 
manner that you like her as she is 

b. Other: 
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which irritate her and. more important, worry 
her. since she does not know how to handle the 
situation. She feels that she should not send out 
such letters, yet she is afraid to correct Mr. 
Smiley. 

S. Frank White works for an old-fashioned 
employer who is making very little money. Frank 
himself is progressive and is anxious to improve 
the business by a dozen different methods that 
seem self-evident to him, but when he suggests 
any changes, his employer invariably refuses to 
consider them on the ground that they are too 
risky. Frank is not in a position to go into busi¬ 
ness for himself and fears that he will be worse 
off if he changes his job. He is, however, restless 


and dissatisfied. How can he make his employer 
more sympathetic with his ambitions? 

The reader may gain some practice in the 
study of adjustments through reading and 
discussing the six case problems on pages 147- 
149. Discussion should lead to additional 
suggestions which may be written into the 
“Other” spaces of the cases partially analyzed 
for the reader. Phase 7, "Haw Others Can 
Help Him,” should, of course, include what 
he can do to help himself as well as suggest 
appropriate plans of action for his considera¬ 
tion. 
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PRO JICTS 


1. Now that you have become acquainted with 
adjustment and some of its predisposing influ¬ 
ences, make a list of important predisposing 
influences in your own development of which 
you arc aware. Include factors such as culture, 
intelligence, health, physique, early childhood 
conditionings, needs, and work experiences. 
Discuss the list with a parent or friend who 
knows you intimately. To what extent do you 
agree and disagree on the factors mentioned? 
Are you sufficiently objective and mature in 
your thinking about yourself to discuss your 
characteristics without emotional disturbances 
on your part? Are you aware of any topics 
that arc too painful for you to discuss? 

2, Read some of the recent literature on the 
stability of the IQ. Prepare a list of all the 
possible factors which might result in the rais¬ 


ing or lowering of an individual’s IQ. 

3. Very few persons can describe their own per¬ 
sistent affect fixations. The counselor must 
deduce them from the case history. Read the 
life history of a famous man or woman who 
described his early life in detail, particularly 
his home life. Can you define the persistent 
affect fixations in his life? How did they ap¬ 
pear to influence his career? 

4. List some of the persons who showed a genu¬ 
ine warmth of interest in you. How did they 
express it? If you feel that few persons have 
ever expressed a genuine interest in you, why 
do you suppose that you feel that way? To 
overcome such a feeling on your part, plan 
a program of action that may help you over¬ 
come your feeling. 
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CAN YOU IDENTIFY THE MEANINGS OF THESE FACIAL EXPRESSIONS? 

Study the emotional expressions portrayed by on o<rr.„ in the u.Ih. pSoroproph.. Yov wiil ,/, 0 r ..v.rol d.p.ci 
greater or Utter intensity oI the tame kind o/ Mwr.oflol »»of« or feeling. At shown in ,he example. Seriet o. pictures 
numbered 20. 40 and 56 portray degrees oI physical exhaustion and a slate oI response alter exhaustion. 

Now examine the remaining primes and select three sett oI three that depict three degrees oI a different emotion 
or slate and designate the emotion or the kind of situation to which the actress it responding. 

The Picluret Numbered 
a. Example : 20. 40, and 56 

b - . . and _ 

«• . . and _ 

d- . . and _ 


Perhaps you will find il easier to make your telecliont if row select the most intensive portrayal Hist and then choose 
two picluret that show the some or a related emotion in lesser degree. For your information, lour of the pictures do nor 
fit into a related teries of three—they ore leftovers. 

„ Tu,n 10 paa * 622 ,<y ,h * on,w * , ‘ °* developed ,n tlud.es reported by Trygg Engen. Nitsim Levy and Horold Schlosberg. 
A New Series of Facial Expressions." American Psychologist, May NS7. 


The Three Depict 
Exhaustion 
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THE COUNSELING INTERVIEWs 
CRITERIA OF MENTAL 
HEALTH (GOOD ADJUSTMENT), 
PRINCIPLES, AND EXAMPLES 


A great deal of counseling of individuals 
who have psychological problems is being done every day by people 
who do it as an incidental part of their work or social situation. 
Most do not think of themselves as professional counselors 
but many do need a knowledge of criteria of good adjustment 

and of sound principles for counseling. 
When objectives and procedures are right, the contributions 
to mental health and well-being are likely to be greater. 
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T he extent to which ability in interviewing 
is needed in our modern civilization is indi¬ 
cated by the numbers of workers in the pro¬ 
fessions and businesses who do interviewing. 
It is estimated that there are about 3,000,000 
persons occupying executive and supervisory 
positions in business and industry who spend 
from 50 to 90 per cent of their time in con¬ 
ferring with others. In addition to these, we 
have more than a million teachers and other 
school people, a half million nurses, about 
200,000 physicians, slightly fewer lawyers, 
and a similar number of clergymen who, at 
times, discuss personal problems with coun- 
selees as a part of their daily work. 

A report of a nation-wide poll conducted 
for the Joint Commission on Mental Illness 
and Health, set up by Congress to assess the 
nation’s mental health status and resources, 
indicated that about one in four of our adults 
thinks he has had an emotional problem 
serious enough to call for professional help. 
One in seven sought such help. The Commis¬ 
sion was composed of 36 organizations in¬ 
cluding the American Medical Association, the 
American Psychiatric Association, and the 
American Psychological Association. The 
Commission’s final report to Congress, Action 
for Mental Health, was published in 1961.* 

The data concerning the sources sought for 
help by those adults who obtained help gave 
rise to an easy-to-remember 4—3—2—1 distribu¬ 
tion—of every 10 who sought help for their 
troubles, approximately 4 went to a clergy¬ 
man, 3 to a family physician, 2 to a psy¬ 
chiatrist or psychologist, and one to a social 
agency or marriage clinic. 

Whaf is Good Adjustment 
(Mental Health)? 

Most psychologists who try to define men¬ 
tal health and more or less interchangeable 
terms such as good adjustment recognize the 
difficulties. Here are three significant ap¬ 
proaches to the problem. 

1. To overcome some of the difficulties, 
they ask a number of psychologists, psychia¬ 


trists and other mental health specialists to 
prepare a list of characteristics on which some 
agreement can be obtained. Harry Levinson, 
as an example, in one of his studies reported 
that fourteen senior psychiatrists and psy¬ 
chologists were asked to describe people whom 
they had known and whom they believed to 
be mentally healthy. From their descriptions 
the following five aspects of behavior were 
abstracted, all characteristic of people whom 
the clinicians judged to be healthy: 

1. They treated others as individuals. This 
means they were not only sensitive to indi¬ 
vidual differences among people, but also 
they were able to establish good relation¬ 
ships with other people despite these differ¬ 
ences. Its opposite would be to view other 
people as impersonal sources of reward or 
punishment; to view them as if they were 
in fact the same as parents, relatives, or 
other figures from the past; or stereotypes 
or genotypes. 

2. They were flexible under stress. Dealing 
with stress flexibly might mean, for example, 
to suffer the loss of a loved one with grief 
but not depression. Stress, as defined here, 
would include both internal and environ¬ 
mental pressures which threaten to disrupt 
the organized way in which a person cus¬ 
tomarily behaves. 

3. They obtained gratification from a wide 
variety oj sources: people, ideas, tasks, in¬ 
terests. values. 

4. They accepted their own capacities and limi¬ 
tations. This relates to a realistic self-con¬ 
cept, neither overvaluing nor undervaluing 
one’s potentialities. With such a self-concept 
a person is better able to make full use of 
the resources available to him. 

5. They were active and productive. That is, 
they spontaneously and naturally used their 
capacities in the interest of their own self- 
fulfillment and in the service of others. This 
differed from a neurotically driven need to 
achieve. 2 

2. A different approach was used by a 
team of researchers consisting mainly of 
Dr. Jules Golden, Albany Medical College, 
Albany, N.Y.; Dr. Nathan Mandel, Director 
of Research, Department of Correction, State 
of Minnesota; Dr. Bernard C. Glueck, Jr., 
Director of Research, Institute of Living, 
Hartford, Conn. They dealt with the problem 
by selecting normal persons for study. They 
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located 73 members of an original group of 
1,953 schoolboys who 12 years earlier had 
shown no psychopathology on the basis of the 
administration of the Minnesota Multiphasic 
Personalty Inventory (MMPI), a kind of 
self-description questionnaire. 

These 73 gave no indication of significant 
pathology at the time of examination, age 
approximately 14. Of the original 73, the 
number who were available for study 12 years 
later was 50. Additional tests and ratings were 
administered and each subject was given a 

1 y 2 hour unstructured interview in which 
current adjustment, description of home 
origin, personal history, aspirations, and men¬ 
tal status were appraised. 

Occupationally and educationally they were 
an above average group: 11 men were in pro¬ 
fessional or semi-professional technical work, 

2 were in executive positions, 12 were clerical, 
sales, or other white collar workers, 13 were 
craftsmen, skilled workers or foremen, and 
12 were operatives and semi-skilled workers. 
None was in the unskilled, laboring, service, 
or domestic categories. All of the men had 
completed high school, 15 had some college 
education, and 7 had postgraduate education. 

The researchers reported findings that led 
to certain striking conclusions, some of which 
were the following: 

The marked vocational and residential stability 
which is characteristic of this group, and the gen¬ 
eral lack of significant psychopathology, may 
perhaps be achieved at the price of a more crea¬ 
tive, spontaneous type of personality organiza¬ 
tion. These men were found to have little imagi¬ 
nation, and generally limited interests and social 
activities. They indicate limited educational and 
vocational aspirations for themselves, and also 
for their children. This was reflected in the rat¬ 
ings given on various subitems of the psychiatric 
interviews, with richness of personality and 
breadth of interests and pleasures being the 2 
lowest ratings of the 15 descriptive categories. 
Contentment with spouse and compatibility with 
spouse were the two highest ratings, with enjoy¬ 
ment of occupation, and contentment with voca¬ 
tional position also being very high on the list. 

All of the above raises in our minds a ques¬ 
tion which has been stated in a number of differ¬ 
ent ways in the past concerning the balance be¬ 
tween the needs and the wants of individuals on 


the one hand—in this group apparently very 
much in the balance—and the various factors 
that have been considered to be part of the richer, 
more creative, spontaneous type of personality. 
Does “normality,” as evidenced by lack of in¬ 
trapsychic tension, adequate social, economic and 
familial adaptation, and harmonious integration 
with other individuals at all levels, necessarily 
imply a lack of creativity, imagination, and spon¬ 
taneity? Our data are suggestive of this conclu¬ 
sion. 1 

In general, we have to conclude that the 
highly “normal” man is rather unremarkable, 
perhaps “dull” is more descriptive. 4 He leads 
a stable, well-adjusted life, in harmonious 
integration with other individuals but also 
without evident creativity, imagination or 
spontaneity. 

3. An especially illuminating study was 
made of university graduate students concern¬ 
ing the excellence of their psychological func¬ 
tioning, their soundness as persons. 

Frank Barron, in collaboration with psy¬ 
chologists and psychiatrists at the Institute 
of Personality Assessment and Research, Uni¬ 
versity of California, Berkeley, utilized the 
judgments of professors about the relative 
soundness of some 80 advanced graduate stu¬ 
dents, all males. The research staff took as 
the measure of its central criterion variables 
the social consensus, or the averaged judg¬ 
ments of a number of nonpsychologists con¬ 
cerning the manifestations of various kinds of 
excellences. 

These 80 subjects were studied in groups of 
10 over a period of some six months. Each group 
of 10 subjects spent from Friday afternoon to 
Sunday afternoon at the assessment house, sleep¬ 
ing there and taking all meals there. The assess¬ 
ment day ran from 8 a.m. to 12 p.m. The asses¬ 
sors. like the subjects, made their home at the 
Institute during the three days of study. The 
distinctive feature of “living-in" assessment as a 
method of psychological research is that it pro¬ 
vides a great variety of informal social interac¬ 
tion. in which the assessor is recognized to be in 
the role of participant observer. 

... observations were made and facts ascer¬ 
tained by the assessment staff during social inter¬ 
actions. including interviews, group discussions, 
improvisation, charades, a group competition in 
city planning, and several group problems, in 
addition to the sort of informal social interaction 
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which took place at meals, during intermissions 
between procedures, and during the evenings after 
the conclusion of the day's work. 

Much of the data of assessment consisted 
of test scores. Staff impressions based upon 
total observation of the subject in the assess¬ 
ment period were summarized chiefly in two 
ways: in the form of ratings on a set of 37 
personality variables, and by use of an adjec¬ 
tive check list containing some 280 common, 
personally descriptive adjectives. 

Several case histories and extensive quanti¬ 
tative data have been reported but the main 
findings from this study concerning soundness 
as a person have been stated at the end of a 
chapter: 

The conclusion to which the assessment staff 
has come is that psychopathology is always with 
us, and that soundness is a way of reading to 
problems, not an absence of them . The trans¬ 
formation of pathological trends into distinctive 
character assets and the minimization of their 
effects through compensatory overdevelopment of 
other traits are both marks of "sound’’ reaction 
to personal difficulties. At times, indeed, the hand¬ 
ling of psychopathology may be so skillful and 
the masking of pathological motivations so subtle 
that the individual’s soundness may be consider¬ 
ably overrated. There is no doubt that some of 
our apparently "balanced" subjects were bal¬ 
anced quite precariously, and that their stability 
was more semblance than fact. It is possible to 
mistake for soundness what is actually rigidity 
based on a sort of paralysis of affect engendered 
by a fear of instinctual drives. These cases of 
pseudo-soundness were probably few, however_ 

The existence of psychopathology in even the 
quite sound individuals has been emphasized here 
partly by way of counteracting the sort of trite 
determinism with which so many clinical studies 
seem to conclude: broken homes leading to de¬ 
linquency; psychosis in the parents being passed 
on, through whatever mechanism, to the off¬ 
spring; unloving mothers rearing hateful chil¬ 
dren; catastrophe breeding catastrophe. Un¬ 
doubtedly such correlations exist in nature, and 
they were, indeed, found in our own investiga¬ 
tion; but considerable variance remains unac¬ 
counted for. What we should like to suggest here 
is that within the population of subjects of ordi¬ 
nary physical and psychological integrity, sound¬ 
ness is by no means exclusively determined by 
circumstances but may be considered in the nat¬ 
ure of an unintended—and perhaps largely un¬ 


conscious-personal achievement. Our High 
Soundness subjects are beset, like all other per¬ 
sons. by fears, unrealizable desires, self-con- 
demned hates, and tensions difficult to resolve. 
They are sound largely because they bear with 
their anxieties, hew to a stable course, and main¬ 
tain some sense of the ultimate worthwhileness 
of their lives. 5 

To reiterate for the sake of emphasis, psy¬ 
chopathology is always with us and soundness 
is a way of reacting to problems, not an 
absence of them. “High Soundness subjects 
are beset, like all other persons, by fears, 
unrealizable desires, self-condemned hates, 
and tensions difficult to resolve; they are 
sound largely because they bear with their 
anxieties, hew to a stable course, and maintain 
some sense of the ultimate worthwhileness of 
their lives.” 

The truly “normal person” exhibits adjust¬ 
ment patterns over an extremely wide range. 6 
He has problems and makes inadequate ad¬ 
justments but he has developed patterns in a 
life-style that enable him to live comfortably 
with himself and effectively with others. He’ 
leads an interesting life. 

The conclusions from these and related 
researches put a new emphasis on the meaning 
of mental health. Formerly, many individuals 
assumed that they should have as a major 
psychological objective for themselves the 
attainment of absolute maturity—a life style 
that consisted only of intelligent direct ap¬ 
proach adjustments to all problems. Such an 
objective is not realistic—even the saints had 
their moments of failures. This conclusion 
does not, however, allow us to be satisfied or 
pleased with ourselves when we fail merely 
because we fail. Psychological strength is a 
never-ending quest as the poet, Robert Brown¬ 
ing, aptly stated: 

"Ah. but a man’s reach should exceed his 
grasp 

Or what's a heaven for?” 
and 

"When the fight begins within himself, 

A man’s worth something.” 

One important characteristic is that the 
intelligently well-adjusted person notes the 
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adjustments made by others and objectifies 
them. He is not overwhelmed by the poor and 
bad adjustments of the inadequately adjusted. 
In popular parlance: Cussed people do not 
bother him—rather, they stimulate him to 
note their difficult behavior and to treat them 
intelligently. He usually rises above their 
maladjustments in so far as they involve 
him. And he treats them in a kindly sincere 
spirit. This is a mark of the truly great per¬ 
sonality. Few of us ever attain this level of 
good adjustment but we strive for it. 

Limitations and Benefits of Insight 

Many psychotherapists have assumed that 
when a client gained insight into the origin 
of the inadequate adjustments or neurotic 
tactics that continually defeat him, he would 
discontinue the inappropriate behavior and 
adopt more intelligent and effective forms of 
behavior. Actually, insight often fails to bring 
about changes in behavior. Nicholas Hobbs 
has called attention to and discussed some of 
the factors involved in this kind of failure: 

A child suffers more than he can tolerate 
at the hands of his father. The concrete experi¬ 
ences get associated with specific symbols that 
are a product of this unique relationship and its 
attending circumstances. As an adult, even after 
his father has long been dead, experiences with 
authority figures evoke the symbols which evoke 
anxiety, guilt, hostility, or perhaps headaches, 
nausea, or other somatic reactions. Because of 
the distress that has been aroused, he retreats 
either literally or psychologically from the situa¬ 
tion. His distress diminishes, thus reinforcing 
the avoidance of the authority relationship, and 
leaving the symbols as strong as ever. But author¬ 
ity cannot be avoided, and the cycle gets repeated 
over and over again. The crucial thing to note is 
that he never has an opportunity to learn new 
and more appropriate responses to the symbols 
that are evoking in him what we call neurotic 
behavior. The conditioned response cannot get 
extinguished. 

The task of the therapist is not to help the 
client gain insight into the fact that he has trou¬ 
ble with authority figures because of his unfortu¬ 
nate experiences with his own father. This is far 
too abstract a formulation to be of help. He has 
got to be helped to identify and use comfortably 
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the specific symbols that are elicited in him by 
authority figures. The symbols must be divested 
of their anxiety-producing potential . 7 

Hobbs has emphasized the importance of 
influences such as providing and encouraging 
specific and concrete opportunities for learn¬ 
ing new ways of reacting to troublesome 
situations, new ways of relating to other peo¬ 
ple, and new ways of perceiving oneself. The 
client must be stimulated to utilize more 
effectively the normal sources of therapeutic 
gain in daily living. 

Counselors who lack adequate training 
should not try to play amateur diagnostician 
or therapist by interpreting deep unconscious 
meanings. To do so, may set in motion forces 
that disturb the established life style and re¬ 
sult in reactions that cannot be controlled or 
redirected. Physicians, clergymen, and social 
workers usually have had some training in 
understanding emotional problems but they 
should usually attempt diagnosis and therapy 
only under direction of a psychiatrist or ex¬ 
perienced clinical psychologist. 

In most counseling, therefore, we do not 
attempt deep therapy but try to redirect the 
established behavioral tendencies and pat¬ 
terns. We do not try to remake a man. To 
attempt to do so would be an attempt to bring 
about a psychological rebirth. We begin to 
appreciate what William James, the psycho¬ 
logist-philosopher stated: 

Man’s chief difference from the brutes lies in 
the exuberant excess of his subjective propensi¬ 
ties. Prune his extravagance, sober him, and you 
undo him. 

We begin to appreciate the benefits that 
are gained from letting the individual deal 
with his problems, suggesting positive value 
adjustments to him, and by providing every¬ 
day opportunities for growth and strength. 
Terms such as "stress,” "tension,” and "pres¬ 
sure’ become contributory factors in attaining 
positive aspects of living. The human body 
and mind was designed to be used—not to be 
relegated to a vacuous placidity. As has been 
said: "The ‘wounds of combat’ are preferable 
to the decay of idleness.” Enjoyable struggle 
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is more beneficial than the avoidance of stress. 
Good adjustment emphasizes the quest for 
excellence in human functioning in everyday 
situations. Improvements in behavior take 
place mainly as the individual himself prac¬ 
tices new ways of behaving. 

One of the tests of mental health that is 
often helpful to an individual is the question 
as to what he does in his idle moments. If his 
mind turns invariably to the negative value 
thoughts, he is not likely to be healthy. On 
the other hand, if his thinking is directed to¬ 
ward the constructive, the creative, the giving 
of himself in service, he is likely to be a 
happy, healthy man. One man who when he 
tried to fall asleep at night found himself 
dwelling on the evil in others and their short¬ 
comings consulted a counselor who helped him 
develop a rule for himself to turn on the light, 
get up, and list the tactful, friendly things he 
might do in order to improve relations be¬ 
tween himself and the despised person of his 
thinking. He still has some negative thoughts 
but he has learned to control and direct them 
into effective channels. He has redirected 
negative value tendencies. 

The counselor who deals with an individual 
who is experiencing a sense of guilt or failure 
can encourage the use of desirable modes of 
attack instead of the mechanisms of rationali¬ 
zation, projection, or withdrawal. Guilt should 
be redirected toward honesty. Emotional 
dullness or personal failure should lead one to 
attain new and more intelligent emotional 
satisfactions. 

Fortunately, most everyday problems in 
human relations are solved by the persons 
involved. Relatively few supervisors or em¬ 
ployees need the services of the clinical psy¬ 
chologist. However, the trained personnel 
counselor should be able to assist and posi¬ 
tively develop many persons who are sources 
of irritation in an organization for years be¬ 
fore they grow to the point of needing to be 
institutionalized or die. It is important for us 
to realize that any psychological insight and 
skill acquired by executives, supervisors, and 
personnel men will be valuable in dealing with 
the employees who need counseling. 


Type, of Interview. 

When we consider all kinds of interviews 
that may or may not involve counseling, many 
are simple and do not require any special psy¬ 
chological skill or insight. Others are complex 
and require a high level of professional train¬ 
ing. When counseling interviews are classified 
in relation to the kind of individual problem 
involved, they are likely to fall into the four 
varieties: information, judgment, skill, and 
adjustment. For example, some persons, who 
come to the counselor may need or seek a 
knowledge of facts. Such interviews are rela¬ 
tively simple to conduct. Other persons have 
all the facts they need but have difficulty in 
making a satisfactory judgment or decision 
about the facts. An example would be an em¬ 
ployee who asks the personnel man whether 
it would be advisable for him to buy a home. 

In some cases, the interviewee has the es¬ 
sential facts and has reached a decision but 
feels that he lacks skill in putting the decision 
into effect. An example would be the employee 
who knows that he merits an increase in pay 
and has decided to ask for it but lacks skill 
in presenting his request. Again, many super¬ 
visors, although they know how they should 
treat employees, lack skill in dealing with 
them effectively. Roleplaying may be helpful 
to them. 

Adjustment problems are of course rather 
deep-seated in the personality structure and 
require considerable insight on the part of 
the interviewer. Counselors who deal with 
the more common adjustment problems such 
as those exemplified in vocational guidance, 
marriage counseling, discipline of the errant 
employee in industry, merit rating review of 
the employee, and other interviews that in¬ 
volve an understanding of the dynamics of 
behavior know that a knowledge of the funda¬ 
mental principles in interviewing is essential. 

One of the interviewer’s major needs is a 
basic conceptual pattern of thinking that gives 
meaning to his observations and judgments 
concerning the counselee’s behavior. The spe¬ 
cific conceptual pattern recommended, that of 
adjustment, has been discussed in preceding 
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chapters. In this chapter, we shall give further 
attention to the counseling interview. 

When the Interviewee Initiates 
the Interview 

The principles of the counseling interview 
vary somewhat with the type of interview and 
the extent to which the counselee seeks and 
needs the interview. In the personnel offices 
of industry, counseling interviews are of two 
broad classes: those conducted at the initia¬ 
tive of the counselee and those conducted at 
the initiative of the counselor. The former 
type is exemplified by the employee who 
comes to the personnel man and says that he 
would like to be transferred to another job, 
to arrange for a loan, to discuss a health prob¬ 
lem, to ask the personnel man’s advice in 
regard to chances for a promotion, or some 
other personal matter of direct or indirect im¬ 
portance to the employer. The latter type of 
interview, the counselor-initiated variety in 
industry, is exemplified by a disciplinary 
problem, as in the case of the employee who 
has violated a safety rule, the annual review 
of the employee’s merit ratings, or an inter¬ 
view with a labor union steward concerning 
a union member’s conduct. In this discussion, 
we shall treat chiefly the counselee-initiated 
type of interview, because it often calls for 
a knowledge of psychological dynamics. The 
counselee seeks help and, to some extent, is 
usually anxious to cooperate in the solution of 
his problem. 

Although there are two principal methods 
of counseling, directive and nondirective, a 
vast number of adaptations of these methods 
can be made at the discretion of the coun¬ 
selor. It is his responsibility to employ as 
much or as little direction as he believes will 
be beneficial to a particular client. Even 
though some counselors use mainly one 
method of counseling, they adapt their tech¬ 
nique to each situation. Neither method nor 
technique is peculiar to any one type of 
problem. Both main types are used today in 
business organizations , 8 psychological clinics, 
marriage clinics, and in vocational guidance. 
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Directive counseling is the older method. 
It assumes the counselor to be wise and un¬ 
derstanding enough to control the interview 
from the time the client presents himself. 
The counselor takes the initiative throughout, 
asks leading questions, interprets the inter¬ 
viewee’s answers and reactions to him, and 
offers advice or actual instructions for the 
solution of the problem. 

Nondirective counseling as in psychother¬ 
apy, on the other hand, is interviewee- or 
client-centered. In psychotherapy, the ther¬ 
apist is not authoritarian in any respect. His 
function is not to interpret the interviewee’s 
problem to him or to offer advice for the so¬ 
lution of the problem, but to create an 
atmosphere in which the client may talk 
through his difficulties and thereby get suf¬ 
ficient insight into his problems so that he 
may solve them for himself. To this end, good 
rapport and a permissive atmosphere are 
essential. Because the client has done the 
work of ascertaining the cause of his difficul¬ 
ties and has decided upon his own solution, 
it is claimed that he is far more likely to carry 
his self-chosen behavior through to a success¬ 
ful conclusion than under the older method. 

The goal of nondirective counseling differs 
from that of directive in that it aims toward 
the greater independence and integration of 
the individual rather than hopes that such 
qualities will accrue if the counselor assists 
in solving the problem. The personality de¬ 
velopment of the individual and not the prob¬ 
lem is the focus. The aim is not to solve one 
particular problem, but to assist the indi¬ 
vidual to grow, so that he can cope with the 
current problem and with later problems in a 
better-integrated fashion . 9 

One outstanding characteristic of the non¬ 
directive interview is the manner in which 
the counselor responds to feeling. He accepts 
without surprise or disapproval anything that 
the client tells him and replies noncommittally 
to the feeling behind the words in order to en¬ 
courage the client to explore his problem more 
deeply. Often the reply is limited to “M-hm,” 
or “Yes.” Often it is simply a rewording of 
the idea which the client has expressed. 
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Ideally this effects a crystallization of that 
specific facet of the problem in the client’s 
mind, and after clarification of the various 
phases, self-understanding is ultimately at¬ 
tained. 

"Effective counseling consists of a definitely 
structured, permissive relationship which allows 
the client to gain an understanding of himself 
to a degree which enables him to take positive 
steps in the light of his new orientation.” The 
interview technique developed by Rogers and 
his students for bringing about such relationships, 
is most often described as "nondirective" for the 
reason that authoritarian and persuasive ap¬ 
proaches have been discarded, and because no 
satisfactory positive designation has yet been 
found to express in a word what the counselor 
does and what the client experiences. In using 
the term, therefore, it is important to recognize 
its descriptive limitations and to emphasize that 
this counseling procedure implies more than pas¬ 
sive listening and mere "not directing.” Rogers 
defines the therapist’s function as "not to pass 
judgment, but to clarify and objectify the client’s 
basic attitudes." In order to do this, the counselor 
must work toward the skills involved in under¬ 
standing what the client has tried to express, in 
verbal restatement or "recognition" of feeling in 


terms which the client can and will accept; and 
in control of the counselor's own impulse toward 
suggestion and premature interpretation. Even 
more fundamental is acceptance by the counselor 
of the client’s right to self-determination, and 
belief in his capacity for constructive choice on 
the basis of insight rather than guidance . 10 

The wide acceptance by psychologists of 
nondirective interviewing, particularly in psy¬ 
chotherapy, as developed by Carl R. Rogers, 
is indicated by many books and articles pub¬ 
lished about the technique and its underlying 
principles. 

The ultimate aim of these "parallel stud¬ 
ies” is to contribute toward the establishment 
of psychotherapy on a scientific basis. The 
investigators at the Counseling Center of the 
University of Chicago have sought to achieve 
this goal by formulating specific concepts of 
personality dynamics so that these concepts 
may be recognized and measured as to the 
degree of their presence as revealed in the 
interviews. Some of these concepts, for ex¬ 
ample, are self-regarding attitudes, acceptance 
of and respect for self, understanding and 
insight, maturity of behavior, and defensive- 



SELF-REGAROING ATTITUDES - UNDERSTANDING AND INSIGHT- 

ACCEPTANCE OF AND RESPECT . MATURITY OF BEHAVIOR- 

FOR SELF DEFENSIVENESS - 

Five objective measures applied lo one successful counseling cose. Nofe porticulorly how Ihe curve for defensiveness 
declined at Ihe curves for self-regarding altitudes and for occeplance of and respect for sell improved.—From Nothoniel 
J. Roskin. "An Objective Approach to Ihe Study of Psychotherapy." American Scientist, VoI. 37. No. 3 IJuly 19491, pp. 
410-413. 
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ness. An individual is rated at each interview 
on all of these five aspects of his personality. 
Thus personality changes in the series of 
interviews are more scientifically detected and 
measured; exact comparisons of the indi¬ 
vidual’s reactions are made possible. Thera¬ 
pists, by employing the findings of these 
studies, will be able to control and evaluate 
more closely the progress of the individual 
through the psychotherapeutic process of 
counseling. Most important, the nature of 
successful psychotherapy can be more spe¬ 
cifically and exactly defined. 11 

A diagram of five objective measures ap¬ 
plied to one successful counseling case is 
shown in the figure on page 164. The diagram 
shows that, at the beginning of therapy, de¬ 
fensiveness was great and acceptance of and 
respect for self was low, and that, at the end 
of the therapeutic sessions, acceptance of and 
respect for self had increased and defensive¬ 
ness had diminished. Apparently as accept¬ 
ance of and respect for self increases, there is 
less need for defensive behavior patterns. 12 

The researchers have quantified many as¬ 
pects of the counseling interview never before 
analyzed in statistical terms. One study by 
Elizabeth T. Sheerer, for example, dealt with 
certain relations between the individual’s con¬ 
cept of himself and his feeling toward others. 



r/i# relationship between the moon ratings on the "self 
scale and on the "others' scale lor ten cases combined. 
—From Elizabeth T. Sheerer. "The Relationship Between 
Acceptance of Self and Acceptance of Others." Journal of 
Consulting Psychology, American Psychological Association. 
Inc.. VoI. 13. No. 3 IJune 1945). pp. I74-I7S. Copyright. 
1949. by the American Psychological Association, Inc. 


Miss Sheerer found that when the individual’s 
statements about himself were rated on a five- 
point scale, the average for the first interview 
was 2.2. The statements about other people 
rated 2.6. In the last interview the statement 
on self rated 3.9 while those statements reflect¬ 
ing on others had gone up to 3.8. 

It was found to be possible to improve ac¬ 
ceptance of and respect for the self by psy¬ 
chological treatment. There was also a closer 
relation between regard for self and regard 
for others after the finish of the treatment 
period. 

Some of the implications of Miss Sheerer’s 
findings were stated as follows: 

The findings of this study appear to have im¬ 
plications that are at once commonplace and 
startling. The central conclusion is that one’s at¬ 
titudes toward others are related, to a decidedly 
significant degree, to the attitudes one holds to¬ 
wards one’s self. In one sense, this is common 
knowledge. If we are to take it seriously, how¬ 
ever, it might mean that change in attitudes of 
acceptance toward others can come about basical¬ 
ly only through change in attitudes toward self. 
If we apply this to some of the problems of social 
psychology, it might mean that increased accept¬ 
ance of minority groups, foreigners, and the like, 
could best be achieved by some type of group 
therapy which would tend to alter the individual’s 
acceptance of and respect for himself. It might 
mean that in situations of industrial tension, or 
professional friction, the most effective means of 
approach would be through dealing with the atti¬ 
tudes of the person toward himself, rather than 
devoting our energies to the expressions of, and 
descriptions of, the external ■’causes” of the ten¬ 
sion. 

In any event the two central facts which 
emerge from this study promise to have con¬ 
siderable significance for social psychology as 
well as for our understanding of personality. 
That the individual’s evaluation of himself and 
his worth as a person, can be significantly altered 
by the therapeutic process initiated by client- 
centered therapy is one of these facts; the other 
is that the individual’s evaluation of others—the 
degree of acceptance and respect he feels for 
them—is significantly related to his attitude to¬ 
ward himself. 1 J 

Successful nondirective therapy demands 
that the client have intelligence above the 
borderline level, and that he be dissatisfied 
with his current adjustment. 14 Intelligence is 
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necessary for the development of insight, a 
prerequisite to a better adjustment, and a 
certain amount of distress is necessary to im¬ 
pel the client to work earnestly for a better 
adjustment. Neurotic persons who have ad¬ 
justed to their symptoms are poor prospects 
for improvements; and psychotics, because 
they are out of touch with reality, cannot be 
treated by this method. Most executives do 
not have the time or the training to use non¬ 
directive techniques, but many would benefit 
from a study of them. 

Typical of sound nondirective counseling 
is the following excerpt from an actual case 
phonographically recorded and quoted in 
Rogers, Counseling and Psychotherapy: 

5263. I find myself reacting quite strongly to 
the war situation. I have this very definite 
feeling—that if I were to be involved, that 
is, inducted into the army— 

C263. M-hm. 

5264. I feel it would not only be catastrophic to 
me in my present condition, but even if 
I were to have a cure in the meanwhile— 
my healthy ideals have always been that 
of—well, an abhorrence of regimentation, 
and I feel a love of individual initiative 
and private enterprise—that sort of thing, 
which seems to make a war situation very 
much intolerable to me. I had thought I 
would not be called (gives his reasons), 
but now I think I might be called, so it's 
had a very disturbing effect on me. 

C264. You feel that would be just more than 
you could take. 

5265. Even if I were up to my psychological 
ideal, I would find that such a life would 
be absolutely against my grain—the way 
I’ve been raised—the ideals that I've been 
taught to hold to, and the individual way 
of life that I have always pursued myself. 
(Pause.) So I’m reacting very much to 
that situation. 

C265. M-hm. You’ve found it quite upsetting 
to you? 1 * 

An Example of Counseling 

by an Executive Who Thinks in Terms 

of Adjustment 

The personnel man or executive who has 
the adjustment point of view regarding the 
problem employee thinks of him as an em¬ 


ployee with a problem. The psychologically 
sensitive executive does not usually lecture 
employees on their adjustments. He does not, 
as a rule, use any psychological jargon in 
dealing with them. He is likely to use a direc¬ 
tive rather than the time-consuming nondirec¬ 
tive technique. Occasionally, however, the 
trained executive may explain the adjustment 
idea to an exceptionally intelligent employee, 
such as a dissatisfied college graduate who 
needs counseling. Some of the principles set 
forth in preceding chapters are illustrated in 
the example shown on pages 170-174, typical 
of the college-educated employee who has a 
problem in adjustment and is being counseled 
by a trained personnel man. 

A procedure such as this can be used suc¬ 
cessfully only by a high-grade executive who 
can explain mental habits and adjustments in 
an intelligent and sincere manner. He must 
be able to phrase his analyses in ways that 
the employee will understand and respect. 

One important objective to be kept in 
mind by the executive is that his attempts to 
motivate the employee must be economically 
as well as psychologically sound. This means 
that the executive’s function is not that of 
apologizing for the economic system, whatever 
it is, but to give the employee a sense of par¬ 
ticipation in the evolving economic scheme. 
Toward this end, the executive may point 
out unsolved problems of industry which the 
dissatisfied intelligent employee can help solve 
by his own direct attack adjustments involved 
in his own job. 

Tho Counselor-initiated Interview 

The disciplinary interview. The executive 
who has just cause for severely criticizing 
a subordinate often uses the old-fashioned 
method of threatening to discharge the man. 
However, the threat of discharge is not nearly 
so severe as some of the dramatic methods that 
are used by executives who have the knack 
of disciplining men. These experts in chastis¬ 
ing men use dramatic situations, such as call¬ 
ing the errant employee into the boss’s office 
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and having him sit in the executive’s chair. 
Then the executive plays the part of the em¬ 
ployee who is to be disciplined. He makes a 
full confession, wherein he presents all the 
facts in the offense and asks the acting chief 
to make a decision and recommend the justi¬ 
fied punishment or discipline. Such methods 
are forceful, but they do not strengthen the 
personality as in the counseling interview. 

The counseling interview is often used in 
disciplinary problems, as illustrated in the 
sample problem on pages 175-177.* 

Such a procedure requires an executive who 
tries to build employees by allowing them to 
build themselves. He must be normal in his 
adjustments, since the poorly adjusted execu¬ 
tive will try to impress the errant employee 
with his authority—that is, he will make the 
employee feel inferior rather than a colleague 
of his. The educator type executive does not 
care to punish employees—he wants to enable 
them to use present situations to strengthen 
their personalities in order that they may be 
able to meet future problems more adequate¬ 
ly. American businessmen are just beginning 
to study and practice skills in dealing with 
employees by methods that are more subtle 
than the older method of threat of discharge. 
Psychological approaches are more effective 
than force. 

The counseling interviewer sees human be¬ 
ings in terms of their ongoing activities and 
emotions. He has a dynamic concept of peo¬ 
ple. He visualizes them as making adjust¬ 
ments to their changing environments. He 
notes their resultant attitudes, emotions, 
drives, habits, and general behavior patterns. 

In his study of counselees, he sets up working 
hypotheses as to relationships between current 
behavior and past events. He checks these for 
himself by further questioning in the hope 
that the persons counseled will themselves dis- 


• The conversation presented in this example of 
the interview for motivation may sound unnatural 
to some readers. However, as previously stated, each 
interviewer must use techniques that are spontaneous. 
In real life, this example is not so unreal as it may 
sound. 


cover the ways in which they have been 
dealing with their adjustive situations. 

He tries to discover the factors that have 
influenced them in the past, and how their 
present ongoing activities may be directed 
into new channels that will give them a 
richer self-expression which will be of value 
to the group as well as to themselves. He does 
not want to remake human beings—he tries 
to help them to utilize their present tendencies 
for positive adjustment to life’s problems. 

Principles That Often Apply 
to the Counseling Interview 

1. First of all, the specific problem volun¬ 
teered by a counselee may be only a small 
part of the actual problem. Some interviewees 
find it very difficult to present their own prob¬ 
lems, even though they seek an interview for 
that purpose. Complete frankness is often 
potentially embarrassing. The employee who 
calls on a personnel man to ask for a transfer 
to another job may like his present work, but 
he may dislike his supervisor or a fellow em¬ 
ployee. To state the nature of his actual 
dislike might not be tactful. Similarly, the 
man who realizes that his poor health is 
partially caused by or related to his inability 
to live happily with his neurotic mother does 
not, as a rule, begin the interview with a 
statement to that effect. Such admissions are 
too painful to be handled in a casual manner. 
The good interviewer will sense such with¬ 
holdings of facts and open an easy way for a 
gradual revealing of the significant facts. 
Sometimes the counselor can sense the coun¬ 
selee’s unvoiced questions and discuss them 
without actually mentioning them. 

2. The counselee’s willingness to express 
his thoughts is influenced by the extent of his 
confidence in the counselor. Many counselees 
test the counselor by asking him questions the 
answers to which are not applicable to his 
immediate problem, but indicate to him the 
extent to which the counselor might be able 
to answer his personal question. Every coun¬ 
selor, when a counselee first appears for an 
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interview, tends to get into the habit of asking 
himself: “What does this person think of me 
as a counselor?” "Does he have confidence in 
my ability to understand his problem and to 
view him objectively?” “Does he believe that 
I will keep his confidences?” “Is it easy for 
him to talk to me?” and similar questions. 
The wise counselor constantly seeks improve¬ 
ment of his techniques of establishing rapport 
with the counselee. 

3. The outward manner and facial expres¬ 
sion of the counselor should be friendly and 
relaxed. The counselor who has the art of 
getting repressed people to talk about per¬ 
sonal matters has a rested, unhurried manner. 
He docs not show surprise or shock at any¬ 
thing the counselee says or discloses. He 
evaluates most unpleasant facts objectively 
without any demonstration of annoyance or 
disgust. He sits in a relaxed manner and gives 
the impression that he has nothing to do other 
than to listen to the counselee. This relaxed 
manner during the interview also prepares 
the way for the counselor to end the inter¬ 
view whenever he desires. When he changes 
from a relaxed to a tense busy manner, the 
counselee usually realizes that the interview 
is over. 

Some counselors improve their interviewing 
techniques by means of motion-picture studies 
of themselves in an actual or simulated inter¬ 
view. Every interviewer who sees and hears 
sound motion pictures of himself in action is 
certain to see how he can improve his tech¬ 
niques. 

4. The trained counselor uses diagnostic 
instruments, such as psychological tests. He 
does not use them, however, in the mechanical 
manner of the psychometrician, whose use of 
tests is limited to the selection of applicants 
for jobs. Rather, he thinks of tests as oppor¬ 
tunities to observe the counselee in a sample 
work situation—to note his grasp of instruc¬ 
tions and his reaction to failure or success. 
The testee’s scores are viewed as clues to pos¬ 
sible strong points. Furthermore, demonstra¬ 
tions of the counselee’s ability in action are 
more conclusive than mere test indications. 


Test findings are interpreted in relation to the 
individual's total situation. 

5. During a counseling interview, the coun¬ 
selor listens for recurrent ideas, themes, or 
repeated statements in the counselee’s con¬ 
versation. Questions which the counselor asks 
himself are the following: Does the subject 
resent persons of authority, of higher educa¬ 
tion, of the opposite sex, or some other class 
of persons or institutions? What kinds of 
inadequacy or self-depreciation does he men¬ 
tion with strong emotionality? What topics, 
apparently incidental to the main problem, 
are repeated so often that, though apparently 
incidental, they obviously have a bearing on 
the crucial problem? 

6. The aggressive counselee who has a 
disagreeable manner indicates that he has 
a problem which has advanced beyond his 
control. If he berates the counselor or ridi¬ 
cules his profession or business, the counselor 
should maintain his poise and look for the 
counselee’s unexpressed problem. The coun¬ 
selor need not bother to defend himself if he 
has learned how to use a soft answer to turn 
away wrath. 

The counselor does not blame the coun¬ 
selee for his past actions or present difficult 
situation. If the counselee is at fault, he 
should discover it for himself or be led to 
make the discovery. A good interviewer be¬ 
lieves that all people have the right to make 
mistakes and that psychological growth often 
takes place most rapidly when we recognize 
and deal constructively with our own mis¬ 
takes. 

7. The counselor does not try to remake 
the personality of the counselee. To the 
counselor, most persons are pretty good as 
they are. Some persons, of course, can redirect 
into more effective channels their established 
tendencies, but the life style is so firmly estab¬ 
lished that a remaking of the fundamental 
personality pattern is impractical and usually 
undesirable. The advisee usually needs en¬ 
couragement rather than criticism. The good 
counselor puts the emphasis on the counselee’s 
strong points rather than his weaknesses. 
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8. The advisee needs a plan of action more 
than a mere review of what happened. The 
review of what happened is often a necessary 
step in the development of a plan of action, 
but a plan of action for the future is usually 
the main objective in the counselee’s thinking. 

9. Whatever plan of action is developed, 
the counselee should feel that it is his plan. 
If the counselor develops the plan for the 
counselee, it is too easy for the counselee to 
lean on the counselor for the execution of the 
plan. 

A counselee will often cooperate very well 
in developing a plan but cooperation and ac¬ 
ceptance do not insure that it will be put 
into effect. Putting a plan into action often 
arouses doubt, fear, and conflict. A plan 
usually requires changes in the life style of 
the counselee and he cannot easily put them 
into effect even though he wishes to do so. 
To aid the advisee who shies away from put¬ 
ting his own chosen plan into effect, the 
counselor can concentrate on analyzing the 
counselee’s resistance and the reasons for it. 
Then, when the counselee can understand the 
reasons behind his resistance, he is better able 
to overcome his reluctance. 

10. The counselor must be straightforward 
in his statements, avoid cleverness, subtlety, 
shrewd guesses, and astute hints. If the coun¬ 
selor wants to make a statement or communi¬ 
cate an idea, he should state it tactfully but 
clearly. The poor counselor often offers half¬ 
ideas in the form of subtle hints which are 
supposed to occur to the counselee after he 
has left the counselor. Good interviewers leave 
an effect of straightforward honesty. The 
counselee feels that he understands exactly 
what the counselor meant to tell him. 

11. If the counseling is effective, a strong 
emotional relationship often develops between 
the counselee and the counselor. The coun¬ 
selor should be careful to avoid giving the 
impression that he has personally gained some 
special advantage over the counselee. Rather, 
the counselor should stress the idea that the 
counselee has really solved his own problem 
and that the counselor functioned as a con¬ 


venient agent—not as an authority who de¬ 
veloped the answer for the counselee. When 
the counselor and the counselee meet socially, 
after the counseling relation has passed, the 
counselor should respond in a friendly but 
matter-of-fact manner. Certainly, there should 
be nothing in the counselor’s manner that sug¬ 
gests, “What I know about you!” or, “Why 
don’t you act the way normal people do?” 

If the counselor is also the employee’s 
supervisor, the emotional tie developed should 
be that of the normal variety in which the 
two men identify themselves with each other. 
The employee should feel that his supervisor 
is a leader who believes in him and trusts him. 

12. The good counseling interviewer makes 
frequent reviews mentally of the effectiveness 
of his techniques. At the end of the interview 
he asks himself questions such as the fol¬ 
lowing: 

a. Did I put the counselee at ease and 
enable him to talk freely? 

b. Did I see his problem and his situa¬ 
tion from his standpoint? 

c. Did I find out his defenses, rationali¬ 
zations, opinions, and attitudes? 

d. Did I learn the various steps in the 
history or development of his prob¬ 
lem and how his present situation 
became a natural one under the con¬ 
ditions involved? 

e. Did I enable him to see his situation 
in its psychological settings, so that 
he now feels that he is in better con¬ 
trol of himself in relation to his 
problem situation? Does he feel that 
he can make a better adjustment to 
his problem because he understands 
it more clearly? 

/. Did I help him develop a plan of 
action which he recognizes as es¬ 
sentially his own plan? 

The counselor has no formulas. He cannot 
instill self-acceptance, identity, humor, or 
drive but he can encourage self-acceptance, 
insight, and new purposes. He can provide a 
supportive, constructive atmosphere and new 
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perspectives, keeping in mind always that the 
individual has the right to freedom of choice. 
He can also encourage a sense of responsi¬ 
bility in the advisee for his own behavior. 

The counselor encourages the processes that 
favor normal psychological growth. This kind 
of encouragement is also a function of parents, 
teachers, and clergymen. The psychologically 
trained counselor differs from most other 
counselors in his ability to interpret to him¬ 
self more clearly the problem person’s be¬ 
havior in terms of defensive styles of life. 

It has been said that every person sees 
things not as they are but as he is. Numerous 
psychologists have recommended that the 
counselor who wants to find out why an 
advisee is rigid, angry and hostile toward life, 
should seek the answer by helping him to find 
out what he thinks of himself. The counselee 
usually needs help in defining himself in 
order that he can be encouraged to develop 


new behavior patterns. If the advisee’s de¬ 
fenses have been firmly established, a lengthy 
process of re-education may be needed in 
order to help him develop a new selfhood for 
himself. A person is not likely to adopt a 
suggested new behavioral pattern unless he 
first develops a new concept of himself as a 
person. 

Similarly, the typical student who hopes to 
do constructive counseling in his vocation 
also needs some new concepts of himself. The 
student of our contemporary academic world 
is likely to have his analytical abilities im¬ 
proved by the intellectual influences around 
him. However, he is not likely to have the 
warmth of his personality improved by the 
classroom environment. To be effective in 
counseling the warmth as well as the analyti¬ 
cal aspects of his interpersonal skills must be 
developed. 


JOHN MIITON 

John Milton graduated from college two years ago. After commencement he worked 
at several odd jobs for a year and then took a job as operator of a semiautomatic 
machine in the Burr Gear Company. He is the only college man in his department; 
most of the other men are illiterate. His production has been erratic, some months 
slightly above average, other months considerably below. He is paid on a piece-rate 
basis. He apparently dislikes his work, since he is absent frequently and seems to 
criticize the company and the industry in the presence of his fellow employees. The 
foreman has recommended him for discharge but suggests that one of the higher 
executives talk to him in order to have him realize where he stands. Fortunately, the 
employee initiates an interview by stating that he is disappointed with his job and 
the chances for advancement. The following conversation takes place (Early stages 
in the interview to establish rapport have been omitted from this report): 

Th» Conversotion 

Personnel Executive: “You say you 
are dissatisfied with your job. Perhaps 
we should have had a chat before this 
but we didn’t, and now is your chance 
to open up and tell what you think of 
your work here. Let’s be frank about it; 
we can make more headway than if 
either of us holds back his grievances. 
Besides, I want to assure you that you 
can be frank with me.” 


Principles of Interviewing Stated ond 
Illustrated in the Executive's Thinking 


‘ I’ll have to get at the trouble from his 
point of view.” 
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JOHN MILTON (corn'd) 


Principles of Interviewing Stated ond 
Illustrated in the Executive** Thinking 

"He doesn’t open up." 


"Most of the workers in that department 
are good physical specimens. Only a giant 
could do more work than they do." 


"The old story—college man expects a 
promotion just because he’s a college 
man. He hasn’t grasped the competitive 
nature of life." 


"I’ll have to build up his ego before I 
can help him." 


"Let him get rid of all the poison in his 
system." 


"The perennial alibi—drag. Perhaps that 
is a good starting point for us to get 
together." 


"Ignore the ‘barbs’ that are not impor¬ 
tant." 

“Ask him some questions to which he 
answers yes." 


The Conversation 

John Milton: "I don’t think there is 
any need to be frank. I do my work and 
that seems to be all that is expected of 
me.” 

P. £.: “Your attendance and your pro¬ 
duction records show that you do not 
enjoy your work. Perhaps you expected 
something different when you finished 
college. What did you expect?" 

7. M.: "In college, I was told that the 
world is waiting for hard-working, edu¬ 
cated fellows, but I haven’t found it so. 
I guess I was full of a lot of false enthu¬ 
siasm. I’m working among a lot of dumb 
Bohunks who are stronger than I am. 
They work all day and don’t mind it. 
When I work as fast as they do, I have 
to drag myself home at night. I used to 
think that if I got an education and 
worked hard I’d be promoted; but I 
haven’t seen any promotion even when 
I did try for it. So far as I can see, a col¬ 
lege education doesn’t mean a thing on 
that kind of work." 

P. E.: "Thanks. Milton. I’m glad you 
are frank. I’m beginning to see your 
point of view. If only everyone would 
be as honest as you are, we could avoid 
a lot of unhappiness. College, or some¬ 
thing. has made you more willing to 
state facts as you see them. Now that 
you have told me about some of the dif¬ 
ficulty. tell me more. How about your 
relations with the foreman? Has he 
treated you squarely?" 

7. M.: "Oh. yes. he’s okay. I feel sorry 
for him. He's been here for fifteen or six¬ 
teen years, and he’s still a foreman. He 
doesn’t seem to have any drag either." 

P . £.: "No. he doesn’t have any drag 
and he doesn’t want any. Neither do 
you. You wouldn’t feel so proud of your¬ 
self if you gained a better job through 
unfair influence as you would if you won 
it on ability, would you?" 

7. M.: "No. I wouldn’t, but even that 
might be better than competing with the 
physical giants in my department.” 

P. £.; "Only as an escape from an un¬ 
bearable situation. Now let’s see whether 
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JOHN MILTON (cont'd) 


Principle* of Interviewing Stated and 
llluitrated in the Executive'* Thinking 


“We have to get together on one point 
even though it is a minor one.” 


"Here’s the crucial stage. I’ll have to il¬ 
lustrate this so clearly that he will want 
to feel himself a part of the concern.” 


"Ignore the fact that he tried to upsel the 
morale of his fellow workers because he 
won’t do that if I can enable him to ex¬ 
press himself through his job.” 


Tha Conversation 

we can get straightened out on the value 
of your college training. You spent four 
years in college and you enjoyed it while 
you were there; or didn’t you?" 

J. M.: ‘‘I enjoyed it very much." 

P. E.: “Did you learn some things you 
didn’t know before?” 

J. if.: "Sure, lots of them. In the class¬ 
room and outside.” 

P. £.: “Think of your freshman year. 
Did you have some difficulty in getting 
adjusted to college? Was it different from 
high school?” 

/. M.: “Sure. It took me several 
months to like it." 

P. £.: "Would you agree that the step 
from college to industry is more difficult 
than the step from high school to col¬ 
lege?" 

/. M.: "You bet. Much harder for any¬ 
one.” 

P. £.: "It was for me, too. It took me 
a long time to realize that I had three 
choices: I could work for the company, 
I could 'work' the company, or I could 
work with the company. Let me write 
them on this sheet of paper so that I can 
make them clear. (Writes them on pa¬ 
per.) In the past, you have been work¬ 
ing for the company. You did what you 
had to do for the wages you received. 
You did not enjoy the work and you 
could not do so with your present point 
of view. To some extent, you worked the 
company when you held on to your job 
but did not work regularly. However, you 
might have tried to work us far more by 
catering to your foreman, tattling on the 
other fellows, or by restricting output 
through ostensible breakdowns of the ma¬ 
chine you operate. You didn’t do those 
things and I’m glad you are too much of 
a man to do them.” 

/. if.: "No, sir. I’ve played straight 
there.” 

P. £.; “Fine. However, you failed to 
work with us. That is, you did not con¬ 
sistently and wholeheartedly work just 
as though you gained self-expression from 
your job.” 
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JOHN MIITON (cont'dl 


Principle! of Inverviewing Staled and 
llluitroted in the Executive's Thinking 

‘His objection is evidence of interest.' 


“He can realize that any job may be sat¬ 
isfying if it has pleasant associations.” 


"Let’s face the facts, pleasant or un¬ 
pleasant.” 


"He has a real opportunity in his present 
situation, if he can utilize it.” 


"People learn to admire those who ad¬ 
mire them.” 


The Conversotion 

J. A/.: "How could I gain self-expres¬ 
sion from a job I don’t like?” 

P. £.: "By recognizing the fact that 
the nature of any man’s work is second¬ 
ary to the meaning of the work to him. 
You will agree with me, I believe, when 
I say that almost any person would be 
glad to run the machine you operate if 
he believed that he was the only man in 
the world who could run it and if he were 
pointed out as the outstanding man in 
that work. Let me assure you that the 
nature of the work is incidental; the 
meaning of the work is most important. 
One can give his job meaning by one of 
three methods: First, he can do it better 
than anyone else. Second, he can improve 
the job by inventing a better machine or 
system to do the work. Third, he can im¬ 
prove the human relations in the job. 

"In your case, you cannot do the first 
because the other men are physically 
stronger than either one of us. You can¬ 
not do this second because you are not 
an engineer nor are you trained in pro¬ 
duction management. But you would do 
well to study the latter and see whether 
you could improve our production system. 

"Your best chance is the third: name¬ 
ly, learn to understand how to influence 
the employees here. You may consider 
them Bohunks now, but the place and 
time to learn how to handle men is the 
place and time in which you happen to 
be. If you want to become an executive, 
you will have to conduct yourself in a 
manner which will cause those men to 
like and respect you.” 

/. M.: "That sounds all right. But how 
am I going to get them to admire me?" 

P. £.: "By deserving their admiration. 
Study them and some of their customs. 
Realize their problems and you'll forget 
your own. Visit them in their homes. Let 
them give you some of their fine quali¬ 
ties. You, in turn, can give them some of 
your qualities.” 

/. M.: “What can I give them?” 

P. £.: “Things you have that they do 
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JOHN MIITON (Concluded) 


Principles of Interviewing Stated and 
Illustrated in the Eiecutive't Thinking 

"Every man has something to give other 
men if he can learn how to give it.” 


"Let him make the decision/ 
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The Conversotion 

not have—your education. College should 
have given you some information in eco¬ 
nomics, psychology, sociology, and other 
fields. Find out what things interest them 
and contribute in simple language the 
things they want and need Help them to 
learn to read and do simple arithmetic. 
Some of them came to America because 
they thought it the land of opportunity. 
Lose yourself in helping them and you 
will thereby find yourself in this company. 
There is the opportunity. Do you want to 
take it or to run away from it?" 

/. M.: "Can you explain the whole 
situation in more detail?" 

P. £.: "I’ll try. Perhaps we can both 
understand the problem and solution if 
we diagram it." (Draws the diagram in 
the accompanying figure and explains it 
according to the principles presented in 
Chapters 2-8. The evasive, substitute, 
and retreat activities of J. M/s behavior 
are explained, and then direct attack is 
offered as the one sound form of adjust¬ 
ment. The adviser also presents any ideas 
that he believes to apply, such as those 
expressed in Chapter 7.) 

/. M.: "Sounds pretty good. I never 
thought of my job as having any oppor¬ 
tunity in it. I’ll try it." 


“Let him know that someone is follow¬ 
ing up his progress." 


"Any problem in industry may be inte¬ 
grated for the advantage of all parties." 


P. £.: "I know you can if you will. 
You have the intelligence. All you need 
is the attitude and desire. You’ll find ways 
of doing it. Tell me how you get along. 
Come to see me a month from now. In 
the meantime, I’ll hear of your activi¬ 
ties.” 

/. M.: "Thanks. I’ll think it through 
and see what I can do." 

P. £.; "Do so. Remember that when 
you help these other men, you also help 
yourself and this company.” 

/. M.: "Good-bye.” 
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PRISClllA PARKER 

Priscilla Parker, a college graduate, has been working for the Blank Company for 
the past three years. She has never been tardy and has been absent only a few days. 
Her record, in general, is excellent. Some of her fellow employees have been tardy 
and absent more frequently than is necessary. The company decides to conduct a 
"Be-On-Time-Campaign." On the third morning of the campaign, Priscilla is caught 
in a traffic jam and is late. She records the correct time of her arrival. However, later 
in the day, she regrets her honesty and changes the record to show that she was on 
time. The timekeeper reports the falsification to her department manager, who calls 
her to his office for an interview. 


The Department Manager’s Thinking 

"This girl has a good record and I must 
handle her in such a way that she will 
be strengthened by my treatment of her." 


"I’ll let her tell her side of the story.' 


“She ought to tell the whole story in her 
way." 


The Conversation 

("DM." is the department manager and 
"E.” is the employee.) 

D. M.: "Good morning, Miss Parker. 
Won’t you have a chair?" 

£.: "Thank you.” (She drops into a 
chair, blushing and in an obvious state 
of nervousness.) 

D. A/.; "The Timekeeping Department 
tells me that you ought to have a chat 
with me. Will you tell me your story?" 

£.: "Well, I left my home at the same 
time that I usually leave and I took the 
same bus, but the one I was on had 
something wrong with it. It stopped sev¬ 
eral times and I realized that I might be 
late, so I decided to change to a Third 
Avenue bus at Garden Street. I knew that 
I could walk the three blocks and make 
better time on the other line, but there 
was a fire at Garden Street and that de¬ 
tained me some more. When I finally got 
here I was late. I put down the right time 
when I came into the office. You know 
the rest, so there's no use my telling 
you.” 

D. M.: "I know part of the remainder 
but I’d like you to tell me, and give me 
your reasons." 

£.: "Well, I thought of the punctuality 
campaign, and I was sorry my tardiness 
would help spoil our department’s chances 
for winning the departmental cup for 
having the best record. I haven’t been 
late for three years and I was anxious to 
keep my own record perfect. That’s why 
I changed the time slip later in the morn¬ 
ing. But I know it was against the rules 
to do that.” 
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PRlSClllA PARKER loom'd) 


The Deportment Monagor** Thinking 

"She must decide the significance of her 
act." 


"She ought to realize how her conduct 
affects others." 


"Have the employee state the effects of 
her act on the company’s efforts." 


"Have employee see the effect of her 
act upon her personality." 


"Find some redeeming feature in her 
act." 


"Let the employee herself suggest the 
proper correction (punishment) of her 
mistake.” 


Th* Conversation 

D. M.: “Why do you suppose we have 
the rule that office employees must be 
honest in recording their comings and 
goings?" 

£.: ‘‘Because we’re paid according to 
the record; but I had intended to work 
overtime to make up for the tardiness." 

D. if.; "If you had worked overtime 
to compensate the company and no one 
had noticed your changing the record, 
would you have been satisfied with your- 
self? Would everything have been square 
for everybody?" 

£.: ‘The company would have been 
treated fairly, but I guess the people of 
the other departments would consider it 
unfair if our department should win the 
attendance prize. Wouldn’t they?" 

D. Af.: "Yes, they would consider it 
unfair and some might even assume that 
they would be justified in falsifying their 
records. How would that affect the Be- 
On-Time-Campaign ?” 

E. : "Well, the campaign and the prizes 
wouldn’t mean anything if we didn’t play 
the game fairly." 

D. M : "Exactly. Changing the record 
was unfair to the other employees. But 
do you think that the falsifying of the 
record also had any effect upon you?" 

E. : "Yes, I guess it did. I didn’t feel 
very easy about it after it was done.” 

M.: "I’m glad to know that you 
were not trying to bluff yourself into 
feeling proud of an unfair act. Perhaps 
your feeling of dishonesty and regret will 
help you to meet such problems in the 
future in a straightforward manner. You 
know that your record with us is very 
good, but if you were to cause us to lose 
confidence in you, we should feel that we 
had to watch you constantly, and that 
would be difficult for us." 

E.: “Yes. and it would be worse for 
me. I couldn’t be happy if I worked in 
a place where people didn’t trust me.” 

D. M.: "Of course not. But that is 
where you stand now. Neither your de¬ 
partment head nor the Timekeeping De- 



THE COUNSELING INTERVIEW 


177 


PRISCIUA PARKER (concluded! 


Tha Department Manager's Thinking 


"Arrange for employee to close the in¬ 
cident in her thinking so that she has no 
‘emotional hang-over’ to disturb her 
morale." 


"Allow the employee to think that she 
has solved her problem herself, but re¬ 
quire a report of the completed correc¬ 
tion." 


The Convention 

partment can trust you in the future un¬ 
less you square yourself with them and 
convince them that your misjudgment 
has improved you. What do you think 
that you ought to do in order to square 
yourself and deserve our continued con¬ 
fidence?" 

"I suppose I ought to explain the 
whole matter to the personnel manager 
and the chief timekeeper and tell them 
how the experience has affected me. I also 
want to apologize to you." 

D. A "Fine! You want to be square 
and we all want to forget about it. See 
the personnel man and the timekeeper. 
Convince them that you have benefited 
by this incident and I'm sure we can all 
forget about it. We want you to be happy 
here and have confidence in us and we 
want to have confidence in you." 

£.; "All right. ‘Til see them and come 
back and tell you about it. I’ll be glad to 
get this off my mind. I want a clean 
slate.” 

D. At.: "Good. Come back and tell me 
when you’ve cleaned the slate. Thank you 
for your honesty and willingness to cor¬ 
rect the situation yourself. That will be 
all.” 
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PROJECTS 


1. Assume that you are a college professor and 
one of your students has been found cheating 
in an important examination. The student has 
been called to your office. Write a dialogue of 
your conversation along the lines of the two 
cases presented earlier in this chapter. 

2. Interview any conveniently available persons 
who do some counseling as a part of their 
work, persons such as physicians, ministers, 
lawyers, personnel men, executives, and social 
workers. Get each into a friendly conversa¬ 
tion and stimulate him to tell you about some 
of the problem persons whom he has tried to 
counsel. Write a brief report of your findings. 


3. Assume that you are the head of a department 
having about thirty employees. One employee 
is a chronic faultfinder. He particularly be¬ 
littles people having higher education. He 
takes no courses that might improve his own 
education, which ended in the third year of 
high school. He obviously tries to lift himself 
above others by "pushing them down.” His 
constant defensiveness is having a bad effect 
on the morale of other employees and you de¬ 
cide that you must do something about it. 
What would you do? Explain the principles 
that underlie your suggested procedure. 
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PART I 


PERSONAL PROBLEMS 


CHAPTER NINE 

DEVELOPING 
YOUR OWN PERSONALITY 


The mere reading of a book on personality 
will not make you popular or skillful in handling people. It can only start you 
on the road to making yourself friendly and influential. It can suggest 

new ways to enjoy people and stimulate you 
to apply the methods that you already know but neglect 
to use. At times you may fail to achieve your ends. 
You may even be misunderstood. But failure should simply spur you on 

to improve your strategies. 1 


1«l 
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The number of different definitions of per- 
sonahty is about the same as the number of 
persons who have defined it. Most psycho- 

°ff res t tr,ct lhe term Personality to non¬ 
intellectual traits, applying it particularly to 
the traits which determine a person’s social 
effectiveness and happiness in life. However 
most definitions tend to fall into two general 
classes: (a) those which define personality 
as the unique pattern or organization of the 
individual’s adjustment habits, that is, the 
persistent tendencies in his mental life *> de¬ 
veloped through his capacities interacting with 
a complex social and physical world, and (b) 
definitions that give emphasis to the effect 
the individual has on other people with whom 
he comes in contact, his so-called social 
stimulus values. 


What a Man Is 

The first definition refers to what a man is 
psychologically, his fundamental character, 
rather than what he does in social situations. 
This idea has been expressed in the old 
adage: “Many a man would reach greater 
heights if he had more depth.” A truly great 
personality, even though a famous person, im¬ 
presses us more for what he is than for the 
achievements that have made him famous, as 
is explained by a scientist who was working 
with Albert Einstein at the time of his 
writing: 

Material facts matter less in Einstein’s life 
than in anyone else’s. The world of his sense im¬ 
pressions, of cold, hunger, pain, is dulled by the 
great intensity of his internal life. The adventure 
of Einstein’s life is that of his mind... .As great 
as Einstein is as a physicist and a philosopher, 
he is still greater as a man. 

I know that the last sentence sounds like a 
bad clicht. Yet it cannot be, because Einstein 
is the only great scientist of whom I could say 
it. When one comes in contact with him, one is 
not overwhelmed by his greatness as a scientist. 
This greatness is engulfed by the greatness and 
strangeness of his whole personality. Einstein 
is unlike anyone else. And perhaps this simple 
fact is the real clue to his fame. The real clue 
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enlist but even more so as a man. But wherein 
does this greatness lie? And how is it reflected 
m «he minds of the people? My answer may 
sound bombastic, but I believe it to be true. For 
me and for many others (some of them could 
not or would not care to formulate the answer 
explicitly), Einstein is the aloof conscience of 
the world_ 

1 do not know anyone as lonely and detached 
as Einstein. His extreme kindness, his absolute 
decency his straightforwardness in dealing with 
men and social ideas is, in spite of all the ap¬ 
pearances to the contrary, impersonal and aloof. 
His heart does not bleed, his eyes do not cry, 
yet h, s deeds are those of a man whose heart 

ni?c S Cyes cry ’ Perh *ps (his aloof¬ 
ness and detachment make it possible for him 
to achieve the highest moral level any human 
being can achieve. The moral scale becomes un- 
baUnced ,f the "I” is involved. It is sensitive 
and accurate for Einstein, because his "I” is little 
involved_ 

A few weeks ago I received a letter signed 
by Einstein as the chairman of the Emergency 
Committee of Atomic Scientists. With it was a 
small pamphlet containing his article “Only Then 
ShaH We Find Courage" Here he speaks with 
the insight and power of a prophet. Indeed it 
is the conscience of the world that speaks to us— 
the wisest, simplest words ever spoken on a sub¬ 
ject drowned in a flood of meaningless silly words 
formed into cliches by men who understand and 
learn nothing. 

There was suffering in Einstein’s writing, and 
strong indications that now the impact of a trou¬ 
bled world has invaded his aloofness. In his words 
there is a message for humanity. And it seems to 
me a thousand times more important that people 
should understand his simple words than that 
they should understand the Relativity Theory. 

At the end of his article he writes: 

When we are clear in heart and mind—only 
then shall we find the courage to surmount the 
fear which haunts the world. 


These are the aims for which Einstein strove all 
his life: to be clear in mind and heart. He is one 
of the very few who have achieved this clarity . 2 

The truly educated man seeks more than 
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knowledge; he searches for the basic prin¬ 
ciples by which men live. The learning of 
principles and the development of a philoso¬ 
phy of life are more important than the mere 
acquisition of facts. Facts change and dis¬ 
appear; principles remain. Basic principles 
are guides to judgment and provide a sense 
of values that lead to strength of personality. 
They enable a man to distinguish between 
cheapness or the conventional and grandeur 
of soul. The man who attains such maturity 
of personality has poise, power, and influ¬ 
ence. He studies psychology, not to give him 
a feeling of superiority, but to enable him to 
enjoy all personalities. He does not pity the 
maladjusted nor does he identify himself with 
them. He enjoys them, because he under¬ 
stands and likes them in spite of their inap¬ 
propriate adjustments. Insight into their 
adjustments increases his respect for all man¬ 
kind. He loses his cynicism in constructive 
service to others. 

The habit of using direct-attack and posi¬ 
tive value methods of dealing with barriers is 
one of the goals of personality growth. The 
person who has achieved it has what people 
often describe in such terms as, "That man 
has good stuff in him,” “He’s a man of strong 
character,” or "There’s a man who is a real 
man." Everyone has heard such statements 
about a few persons he has known. 

Several years ago the author made a list of 
ten men and women who had been described 
in these or similar terms. In addition to those 
on his list, 160 others were chosen by a com¬ 
mittee of acquaintances. The 170 superior 
men and women were studied by means of 
many reaction questions. The answers of this 
superior group were compared with the 
answers of 200 persons chosen at random, 1 SO 
mentally sick patients of an institution, and a 
group of low-intelligence persons. The test 
that developed from this study, “Personality 
Maturity,” is given in the Appendix. 

Personality maturity means that the indi¬ 
vidual has developed a certain unification of 
the whole self, a dependable individuality. 
He is no longer a youth who seeks to try out 
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all kinds of adjustments, all roads to experi¬ 
ence, all ways to growth. He has learned that 
some modes of behavior lead only to new 
blockings or to deterioration. Past failures 
and successes have taught him what things 
are worth while for him. He knows his aims 
and the ways in which he will strive to attain 
them. His character is stable, and his scale 
of values has been established. When a man’s 
maturity has become positive, he feels and 
believes that adjustments by evasion and re¬ 
treat eventually result in a lowered ability to 
deal with the next barrier. 

Psychiatrists who are working in a health 
service for college students have reported that 
many students who seek counseling in regard 
to their psychological problems are really try¬ 
ing to get their place in the universe straight. 
“Identity crisis” has been used as a term for 
the problem of these post-adolescents. They 
are trying to develop an adult self out of the 
welter of possibilities that present themselves. 3 
This quest is a never-ending one for the intel¬ 
ligent adult, but the problem often becomes 
especially acute or even disturbing for some 
students. 

According to one study, students whose 
grades place them in the upper quarter of 
their class are more likely to improve their 
personality adjustment than those who are in 
the bottom quarter. The MMPI was admin¬ 
istered to the top and bottom quarters of the 
senior class of 1958 at Hamilton College and 
to those senior men who were originally in 
the top and bottom quarters of their freshman 
class 4 years earlier. There was a definite im¬ 
provement in personality adjustment over a 
4-year period of college attendance for men 
originally in the top quarter of their class as 
freshmen. However, men in the bottom quar¬ 
ter showed no significant changes on any of 
the MMPI scales. 4 

What a Man Does 

As indicated above, the what-a-man-is 
aspect of personality growth resolves into the 
what-a-man-does concept. This is fortunate, 
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because it means that every intelligent person 
who wishes to develop his personality to a 
high level of growth can do so by means of 
conscious effort. One of the most natural 
environmental situations in which he can work 
toward his own maturity is in those relations 
that involve people. 

Most people who wish to improve their 
personalities think of them in terms of their 
social stimulus value or effectiveness in deal¬ 
ing with people. They realize that they are 
not alert to the handling of social situations. 
They are likely to be self-conscious. 

The very term “self-consciousness” ex¬ 
presses their basic problem—they are con¬ 
scious of the wrong person. The socialized 
person is conscious of others rather than him¬ 
self. Fortunately, the art of dealing with peo¬ 
ple can be acquired: 

The habit of becoming more aware of others 
than of yourself can be learned. For example 
certain introverted college students asked me to 
conduct classes in personality development. In 
these classes I taught one basic principle or rule: 
Watch the other person and do whatever appears 
to bt appropriate. 

When the classes were begun, the students 
were unknowingly given a standardized interview 
where the interviewer asked six questions. Two 
of the answers were written incorrectly by the 
interviewer. The interviewer then tried to erase 
the error, using a wooden pencil with the eraser 
worn down to the metal. (Each student had been 
given a pencil with a good eraser.) The test of 
the student’s habituated use of the above rule 
was observed and recorded. The poorly socialized 
students failed to offer their erasers to the inter¬ 
viewer. 

After this first test, the students were trained 
in the practical application of the basic principle. 
The students themselves suggested extensions and 
applications of the rule, but pencils and erasers 
were never mentioned. After eight hours of train¬ 
ing, they were again given the same test. Most 
students made a definite improvement as shown 
by the moving pictures which were taken without 
their knowledge. They had learned to objectify 
some of their thinking; to lose their self-con¬ 
sciousness by becoming conscious of others.... 

If you wish to have more friends or to be able 
to handle people happily, you, too, have to learn 
the art of forgetting yourself. You must lose self- 
consciousness by becoming more conscious of 


other people and by directing your thinking to¬ 
ward them. Personality, in this social sense is 
not something that you have or arc; personality 
is what you do when you are with others. It is 
an activity, not a possession It is not a stagnant 
pool but a running brook. 

This dynamic nature of personality is most 
fortunate If you arc seeking more friendships 
or wish to handle people more effectively, you 
can forget what you are. Simply concentrate 
upon others, and discover how to give them 
greater enjoyment. Think of each person as being 
a distinctive individual whom you try to under¬ 
stand and make a bit more happy If you practise 
this fundamental principle, you will find, sooner 
or later, that you are popular and influential with 
others. 

N our attainment of this social artistry is not 
so formidable a task as it may apjiear to be. You 
have already learned some knacks of handling 
people. If, on certain past occasions, you had 
not withdrawn into a shell of reserve when 
strangers or unkind persons were about, you 
would have learned more skills. Perhaps you were 
so wrapped up in your own feelings of doubt 
about your ability, imagined unattractivcness. or 
self-concern that you failed to watch the other 
person. Of course, if your thoughts and feelings 
were concentrated on yourself, you made a poor 
impression on him and you withdrew more quick¬ 
ly from contacts with the next stranger.... 

Parents are at fault when they try to protect 
their children by isolating them from imperfect 
companions. Sooner or later the children may 
develop into first-class neurotics whose chief fault 
is the fact that in the game of life they “can’t 
take it." Parents who constantly guard their chil¬ 
dren. not allowing them to play with other chil¬ 
dren for fear that they will learn the facts of 
life, arc not fulfilling their parental responsibili¬ 
ties. Occasionally the children even run the risk 
of later becoming patients in hospitals for the 
mentally ill. The only way for a girl to learn how 
to handle men, or for a boy to learn how to get 
along with girls, is for both to go through a long 
practice period of training where each successful 
skill in getting along with people has been learned 
through hard experiences plus intelligent judg¬ 
ments. Socially speaking, every man is his own 
ancestor and his own heir—he makes his own 
future and he inherits his own past. What he 
does on a great occasion depends upon what he 
already is. and both depend upon the years of 
training acquired in the social arenas of life: the 
playground, the office, the shop, and the park 
bench on a moonlit night. 5 

The socialized personality and its resultant 
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The oris of friendship begin in the eorhy yeors. The child who must depend upon himself, 
unimpeded by excessive poreniol supervision, when mokmg his own friends soon develops 
Ihe knock of gelling his compomons to soy: " He's young, but maybe it'd be okay lor him 
lo log olong this lime." (Photograph by Word Hutchinson. Sharon. Connecticut.) 


friendships must be earned. Many persons 
who find it difficult to earn friendships would 
like to improve their personalities, but they 
have the habits of the introvert rather than 
those of the extrovert. 

Introversion-extroversion 

Introverts are characterized by their “shut- 
in” personality. They do not share their joys 


and sorrows with others, but keep them to 
themselves. They are largely self-sufficient for 
their emotional outlets. Anger, blushing, and 
laughter are examples of emotional outlets, 
and the introverts express them within them¬ 
selves; that is, their emotions are introverted. 
Daydreaming is an example of an introverted 
emotional outlet. Introverts, in short, are 
vividly aware of their own inner lives. 

Extraverts, in contrast, express their emo- 
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tional outlets in action and in seeking the 
society of others. They do not sit alone with 
their thoughts, but depend upon others or 
upon activity for their happiness. Introverts 
are men of thought and extraverts are men 
of action. Scientists tend toward introversion 
and businessmen toward extraversion. Fore¬ 
men and executives whose duties require the 
supervision of others are likely to be extra¬ 
verts. The key executives of industry incline 
toward ambiversion, or a middle position on 
the scale of introversion-extraversion. Office 
workers, clerks, and stenographers incline to¬ 
ward introversion. Many accountants and re¬ 
search engineers are pronouncedly introverted. 

It should not be assumed that all or most 
people are of either one type or the other. 
Rather, they tend to group themselves in the 
center of the scale. Each person has some 
qualities of each type, and his classification 
depends upon the degree to which he is in¬ 
troverted or extraverted rather than upon the 
absolute presence or absence of the charac¬ 
teristic traits. Furthermore introversion is 
expressed in several separate traits as in social 
and thinking areas. A person may be socially 
introverted but not thoughtful or moody . 1 2 3 4 5 6 

Laird devised a scale for the measure of 
introversion and extraversion . 7 The person¬ 
ality signs he listed are: 

1. The introvert blushes easily; the extravert 
rarely blushes. 

2. The extravert laughs more readily than the 
introvert. 

3. The introvert is usually outspoken; the ex¬ 
travert is usually careful not to hurt the feelings 
of others. 

4. The extravert is a fluent talker; the intro¬ 
vert can prepare a report in writing more easily 
than he can tell it in conversation. 

5. The extravert lends money and possessions 
more readily than the introvert. 

6. The extravert moves faster than the intro¬ 
vert in the routine actions of the day, such as 
walking, dressing, talking, etc. 

7. The extravert does not take particular care 
of his personal property, such as watches, clothes, 
etc.; the introvert is found continually oiling, 
polishing, and tinkering. 

8. Introverts are usually reluctant about mak¬ 


ing friends among those of opposite sex, while 
extraverts are attracted by them. 

9. Introverts are easily embarrassed by hav¬ 
ing to be in front of a crowd. 

speaker^* ex,ravert is a more natural public 

11. The introvert likes to argue. 

12. The introvert is slow about making friends 

13. The introvert rewrites his letters, inserts 
interlineations, adds postscripts, and corrects 
every mistake of the typist. 


Personality Signs Revealed In Thinking 
and Attitudes! 


1. The introvert worries; the extravert has 
scarcely a care in the world 

2. The feelings of the introvert arc easily 
hurt; the extravert is not bothered by what is 
said to him. 

The inlroverl deliberates in great detail 
about everything what to wear, where to eat, 
etc. and usuaHy tells one why he decided to do 
wnat he did. 

4. The introvert rebels when ordered to do 
a thing; the extravert accepts orders as a matter 
of course. 

5. The introvert is urged to his best efforts 
by praise; the extravert is not affected by praise. 

6. The introvert is suspicious of the motives 
of others. 

7. The introvert is usually radical in religion 
and politics; the extravert—if he entertains any 
opinions—is usually conservative. 

8. The introvert would rather struggle alone 
to solve a problem than to ask for help. 

9. The introvert would rather work alone in 
a room than with others. 

10. Extraverts follow athletics; introverts read 
books and "highbrow" magazines. 

11. The introvert is a poor loser. 

12. The introvert daydreams a great deal. 

13. The introvert prefers fine, delicate work 
(die making, accounting), while the extravert 
prefers work in which details do not bother. 

14. The introvert is inclined to be moody at 
times. 

15. The introvert is very conscientious. 8 

The study of personality traits or patterns 
of this kind has value to the supervisor, be¬ 
cause those persons who are most introverted 
can be influenced by methods that are not 
successful with the extraverts. Praise, caution, 
and exactness appeal to introverts. Activity, 
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speed, chance, and challenges appeal to the 
extraverts. 

One researcher wanted to find out whether 
extraverts really do have more traffic ac¬ 
cidents and violations than introverts. He 
studied a male college population of 937 for 
whom driving records were available. When 
the men were classified on the basis of their 
test scores into equal groups of extravert, 
intermediate, and introvert, a comparison of 
the numbers of accidents and violations in¬ 
curred by the three groups resulted in a 
statistically significant verification of the hy¬ 
pothesis that extraverts do have more traffic 
accidents and violations. 9 

As salesmen are decidedly extraverted, it is 
hopeless to try to compel them to fill in and 
mail each day very detailed reports to the 
home office. Salesmen should have a minimum 
amount of clerical work to perform. Their 
paper work should be done by women, be¬ 
cause women, as a group, are more introverted 
than men. Bank work usually attracts intro¬ 
verts. Bank workers who meet the public 
should be assisted by extraverted contact men 
and women in the lobby. Workmen who are 
to be promoted to supervisory positions should 
be extraverted rather than painstaking and 
retiring introverts. 

In the forms of introversive adjustment 
which we call retreat the individual seeks 
solitude, prefers to stay at home, adopts cults 
of mysticism, studies his ancestry, or lives in 
a world of poetry, art, or fiction. Some re- 
t ligions have idealized this tendency by for¬ 
malizing the retreat adjustment. Tibet, the 
center of religious fanaticism, has many old 
Buddhist monks who have kept themselves 
sealed up—except for small openings for food 
—in little huts since their early manhood. 
Some of them have not heard the voice, seen 
the face, nor touched the hand of a human 
being for more than forty years. 

Many of our very studious college students 
are introverted, but college fraternities proba¬ 
bly attract the extraverted and the introverted 
students in approximately equal numbers. 10 


The differences between fraternities are likely 
to be greater than the differences between the 
fraternity and the nonfraternity groupings. 

Some introverted students would like to 
become more extraverted but wonder whether 
it is possible to do so. The answer is a decided 
“Yes.” On the other hand, many introverts 
say that they prefer to remain as they are 
because civilization needs introverts as well as 
extraverts. No one can argue with those who 
make this choice except in one important 
respect, namely, introverts are so very sensi¬ 
tive, their feelings are hurt so often, that they 
would be happier if they would learn greater 
skill in the social arts. Those who wish to 
acquire the social skills can do so by directing 
their thinking toward others and away from 
themselves. 

Paradoxically, the socially skilled and in¬ 
teresting personality cannot be acquired if 
it is sought directly. It is a by-product, like 
happiness. “Happiness is a butterfly which, 
when pursued, is always just beyond your 
grasp, but which, if you will sit down quietly, 
may alight upon you.” Or, as Hawthorne 
said: “Happiness in this world, when it comes, 
comes incidentally. Make it the object of 
pursuit, and it leads us a wild goose chase and 
is never attained.” 

As previously stated, self-consciousness on 
the part of the introvert means just what the 
term indicates—the individual is more con¬ 
scious of himself than of others. Self-pity 
and similar ego-centered tendencies can be 
changed by looking out—not in. Extraversion 
can be attained by thinking more of external 
and social values, particularly how to deal 
with and handle people. 

To socialize your personality, watch the 
other person and do whatever appears to be 
appropriate. In this social sense, personality is 
what you do with people; not something that 
you have.* Friendliness can be learned in the 
same way we learn arithmetic or French—by 

• The second person is often used in this chapter 
for the greater interest of readers who wish to de¬ 
velop the social stimulus values of their personalities. 
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study and practice. The extent to which the 
college student, male or female, has learned 
commonly used information about social rela¬ 
tions can be measured by the "Social Knowl¬ 
edge Test” in the Appendix of this book. The 
students who score high in the knowledge of 
the Lower Social Strata and low in the Upper 
Social Strata questions should consider the 
desirability of increasing their study of social 
information. The college man or woman who 
has limited his associations to either class 
may be somewhat handicapped in certain 
occupations. 

The adjustments made in early childhood 
are very important in the development of 
effective social skills. Many a child finds it 
difficult to adapt himself to others because he 
feels emotionally insecure. He may feel in¬ 
secure because, for instance, he took too 
seriously the ordinary family quarrels of his 
parents. The frictions between his parents 
may have caused him to feel that they, and 
his world as well, were not dependable. He 
became emotionally insecure because the most 
important persons of his experience, his 
parents, did not seem to merit his belief in 
their dependability. 

If the emotionally insecure child is also 
nagged a great deal, he is apt to grow up to 
be impulsive, self-centered, and unable to 
identify himself with his associates. He feels 
left out and, in awkward attempts to readjust 
himself, he behaves in ways that cause others 
to avoid him, thus increasing his feeling of not 
belonging. However, if he later comes to 
realize how his insecurity came about, re¬ 
cognizes that many parents show their affec¬ 
tion for each other by their bickering, and he 
secures some dependable person as a friend, 
he is likely to develop adjustment habits that 
result in a feeling of belongingness. Practical¬ 
ly, this means that the individual should fre¬ 
quently participate in group activities ap¬ 
propriate to his age and social status: sports, 
team or group games, dancing, committee 
meetings, and so on. In this respect, chess 
and archery are likely to be less develop¬ 
mental than baseball or amateur theatricals. 
The feeling of belongingness can be 


achieved by anyone who consciously practices 
the best methods of doing whatever seems to 
be appropriate in dealing with people. This 
means that the intelligently socialized person 
not only accepts people but also thinks of 
them as sources of mutual enjoyment. 

An important difference between the ad¬ 
justment-minded person and the average lay¬ 
man is illustrated by the three ways in which 
we can deal with a problem person’s annoying 
behavior: namely, (a) cumulative annoyance, 
(b) negative adaptation, and (c) insight¬ 
meaning. 

Cumulative annoyance is exemplified by the 
employee who dislikes his boss and at the be¬ 
ginning of each day says to himself: "Another 
day of that man! Every time I see him I hate 
him more. When can I get away from him?” 
The individual who reacts to another person 
or situation in this manner soon develops 
intense feelings of resentment. Eventually he 
rebels, perhaps violently. If circumstances, 
such as the need for a job in order to support 
a family, do not allow him to quit, he must 
"explode" or "break" under the strain. He is 



Th * od °P»o»«0"-onnoxonc« rang*. When an individual it 
stimulated by the repetition of an, given situation, he 
«oy. on the one bond, completeI, odapt himself to the 
uluotion to I hot it no longer elicits an, reaction except 
one of boredom ond dullness. On the other hand, each 
repetition of the stimulus mo, result in added onno,once. 
The effects of the stimulation ore then summative. Each 
reoction odds to the accumulated onnoyonce of the previ¬ 
ous sum. The worker who responds to his job in the latter 
wo, toon develops feelings of strong resentment thol re¬ 
sult in rebellion. If he cannot escape from the summative 
eHect oI the onno,once of hit job. he will have to "ex- 
Plode " or "breok" under the strain. The "explosion" may 
be expressed through the channel of fighting the boss, or 
through biller antagonism toward industry or toward 
anything that symbolizes the annoying situation. The 
"break" mo, be in the form of the so-called nervous 
breakdown. Contrast this with insight-meaning response. 
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The iniighl.meaning response. When an individual it 
stimulated by the repetition of any given kind of silua- 
Hon. he need not adapt himself completely, no* need he 
be cumulatively annoyed. He may apply intelligence to 
the situation. He may seek insight. When he teekt in- 
light, he makes observations. He notes annoying and 
satisfying facton. He looks lor causes and effects. He 
discovers possible improvements. He utilizes the situation 
for self-expression. The situation ocquires meanings lot 
him, and these meanings radiate in oil directions from the 
situation and result in the disappearance of feelings ol 
dull acceptance or of resentment. The worker who roods 
to his job in this manner becomes neither bored nor corp- 
ingty critical. He utilizes his job lor creative self-expres¬ 
sion. 

the type of employee who is impelled to “tell 
the boss to go to Hell” and thereby lose the 
job he wanted to lose. This type of worker, if 
he does not explode, is apt to become a bitter 
critic toward industry, modern business, or 
something else that happens to symbolize his 
baleful situation. If he does not have an outlet 
for his pent-up emotions, he is likely to escape 
through the so-called “nervous breakdown.” 

Negative adaptation applies to many of our 
daily experiences with people. Some persons 
and situations are dealt with and forgotten. 
Examples of negative adaptation are the fac¬ 
tory worker who has given up all hope of 
getting a better job and now does his work 
in a mechanical spiritless manner, the small 
child who does not react to his mother’s con¬ 
stant scolding, or the husband who does not 
“hear” his wife’s back-seat driving. 

Insight-meaning is used by the worker who 
finds himself in an annoying situation, ana¬ 
lyzes it, and discovers some interesting aspects 
of it. It is used by the boss who, when he is 
annoyed by the mannerisms of an employee, 
learns that the employee has a difficult home 
life ai\d then tries to make the employee’s 
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life more interesting by giving him extra 
attention while at work. Insight-meaning is 
always more satisfying than either dull ac¬ 
ceptance or cumulative annoyance. It can be 
used every day with our annoying associates, 
such as the back-seat driver, the teacher who 
scolds, the executive who threatens, the house¬ 
wife who nags, the girl-friend who insists on 
having repeated personal attentions, and 
others. 

A first step in the insight-meaning relation¬ 
ship to people is to become aware of their 
adjustments. Anyone who learns to apply the 
adjustment concept to the actions of people 
will soon develop a feeling of kinship* toward 
them. He will feel friendly toward them and 
they will sense that he understands and likes 
them. The psychologically intelligent person 
does not tell people how much he knows 
about them. Rather, he uses his insight into 
their personalities to help them make the 
adjustments and gain the satisfactions they 
seek. He never flaunts his knowledge of them 
but uses it as a background for friendly, 
mutually satisfying relationships. He learns 
how people feel and feels himself into their 
situations and problems. 

Second, he notes what people do and like. 
He learns what topics of conversation interest 
them, what badges or insignia they wear, their 
hobbies, the brands of cigarettes they smoke, 
whether they are more deaf in one ear than 
another, the taut muscles which indicate ten¬ 
sion, and subjects of conversation which are 
pleasant to them. He says “Good-bye” with 
his face toward the departing guest. When an 
old joke is told, the true extravert does not 
show by his manner that he has heard it 
previously but laughs heartily. One of the 
tests of extraversion on the part of a listener 
is to look so interested when a story teller 
begins his story that the raconteur does not 
ask: "Or have you heard this before?” 


• "Empathy" is used by some psychologists to ex¬ 
press the mental state wherein one person identifies 
or feels himself into the state of mind of another 
person. It is also used to mean mental projection of 
oneself into the elements of a work of art or into a 
natural object. 
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This awareness of what people like does not 
mean that flattery can take the place of a 
sincere interest in others. Many misinformed 
persons fail to appreciate the importance of 
a genuine interest in work and people. 

This principle is illustrated by the differ¬ 
ence between flattery and a genuine interest 
in a person, as seen in the case of employees 
who imagine that flattery is necessary to gain 
promotion. 

Should an employee use flattery in order to 
gam promotion if he believes that others are 
succeeding by this method? Mr. Edmunds is 
thirty-five years old, is married, and has been 
working for his present employer for ten years. 
He likes his work and, in general, he considers 
his employer fair. However, he believes that 
some of the younger men of the department who 
have been promoted gained their promotion 
through clever and tactful flattery toward his 
superior. Mr. Edmunds should: 

1. Try to flatter his superior in order to gain 
promotion also. 

2. Quit, and try to get a job where promotion 
depends upon ability rather than flattery. 

3. Allow the others to do as they wish. He 
likes his work and he should be completely satis¬ 
fied. 

4. Discuss the situation as tactfully as pos¬ 
sible with his superior. 

5. Improve his ability by studying, taking an 
active part in technical associations, and con¬ 
tributing articles to trade journals. The future 
will take care of itself if he improves himself and 
builds a reputation for his ability. 11 

Third, the introvert who wishes to socialize 
himself should practice responding to others 
by means of his facial expressions. Typical 
introverts are surprised when they see moving 
pictures of themselves in conversation. They 
discover that they look as animated as the 
Statue of Liberty! If a person feels friendly, 
he should show it by lifting his eyebrows and 
smiling with his eyes as well as by grinning 
with his lips. Of course, friendliness is far 
more than facial expression. It is a sincere 
identification with others, but a sincere identi¬ 
fication includes facial expressions which help 
to convey the feeling of friendship. 

Fourth, the introvert should acquire the 
knack of asking questions in order to learn 


from others; not to argue with them. Usually, 
we can ask questions of a person about his 
occupation: what he does, who the leaders are 
in his field of work, changes since he has 
entered the field, and what successful experi¬ 
ences he himself has enjoyed. 

Furthermore, the good conversationalist 
does not answer questions completely—he 
answers them only partially and then asks 
the questioner what he thinks about the un¬ 
answered aspect. He knows that when a 
person answers a question and then says, 
“Don’t you think so, too?” the conversation 
is closed. The flow of conversation should not 
be shut off by requests for agreement but kept 
moving from topic to topic by requests for 
additional ideas. 

Asking questions is an art which few in¬ 
troverts learn even though they argue fre¬ 
quently. They are so wrapped up in their 
own feelings about themselves that they can¬ 
not ask questions so as to enable the other 
person to expand. They are apt to ask ques¬ 
tions to prove their own point, as found in 
this typical problem: 

H'Ao should take the initiative in correcting 
mi sunder landings: the superior or the subordi¬ 
nate? A senior in a Liberal Arts College has had 
a reasonably good scholastic record. He is now 
in his last semester. In the first semester of his 
senior year, he failed a course under a certain 
professor, but continued the year course with 
this same professor. The student believes that 
he failed the first semester’s work because he had 
a very heated argument with the professor. He 
also believes that he will fail this semester’s work 
because he is sure that the professor does not 
like him. What should he do? 

1. He should remain in the course, work hard, 
and say nothing to the professor. 

2. He should request permission of his dean 
to change his course, explaining his reason. 

3. He should discuss the matter with the pro¬ 
fessor and find out wherein he was wrong. He 
should then apologize, if necessary, and put him¬ 
self on a friendly relationship with his professor. 

4. He should tell the professor frankly what 
he thinks of his unfairness and demand that the 
professor treat him absolutely fairly. 12 

Fifth, the individual who seeks to make 
himself interesting to others usually finds it 
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necessary to direct his thinking and working 
toward some definite end. He is apt to have 
a vocational program of some kind whereby 
he becomes a specialist or expert in some one 
field such as business, as exemplified by the 
mental habits of successful versus the non¬ 
successful businessmen. The successful ones 
have chosen vocations which are appropriate 
for their behavior patterns. 

Psychologists have found that no one or 
two traits cause a man to be a successful 
businessman. All human beings possess the 
same traits, but they differ in the degree or 
amount of possession of each trait. That is, 
if we were to list all the traits or qualities of 
the one hundred greatest men of the world 
and then list the qualities of one hundred 
unimportant men, the two lists of traits would 
be the same. However, the two groups would 
differ widely in the degree or extent of posses¬ 
sion of each trait on the list. For example, the 
second group of men would have less intel¬ 
ligence and initiative than the first group; but 
high intelligence alone does not enable the 
youth to become a leader, nor does a high 
degree of initiative. Success depends upon a 
proper combination of essential elements. 

The skilled housewife’s batter is a correct 
combination of the proper ingredients, and, 
when it is given the favorable environment of 
the oven, delicious cake results. Similarly, the 
great leaders in business are those who have 
the effective "personality ingredients” or pat¬ 
terns of behavior. 

Forty-one situations were described to 150 
businessmen of five grades of income. Ques¬ 
tions were asked and the answers were then 
treated quantitatively. The questions which 
gave differential values are shown in the 
"Executive Reaction Pattern” test in the Ap¬ 
pendix. The results indicate that certain meas¬ 
urable differences do exist among the five 
classes. These differences have been statisti¬ 
cally treated, and the questions can be used 
for employment purposes. 

If the reader will check the appropriate 
items and then refer to the key in the Appen¬ 
dix of this book, he can score his answers and 


obtain an approximate estimate of the level 
of his own executive behavior pattern. The 
answers which have a plus value on the key 
are characteristic of the higher-salaried busi¬ 
nessmen. The minus answers apply to the 
lower-salaried groups. The scorings of the 
answers to the 28 questions were not made 
during an "armchair” study, but were deter¬ 
mined by a statistical analysis of differences 
in the behavior patterns. It would be difficult 
for a person to obtain the maximum rating 
by reasoning out the answers with the greatest 
plus values. For instance, in question 10, the 
highest plus value is given to the man who 
says that his family relations had a slight 
negative effect in stimulating him to do his 
best. 

The student who wishes to develop the 
human relations skills of the executive must 
do far more than learn the correct answers 
to an executive reaction pattern test. Execu¬ 
tive ability and skill in handling people are 
attained through daily practices in dealing 
with janitors, sales clerks, teachers, fellow 
employees, friends, and members of the family 
rather than through reading books. The fol¬ 
lowing suggestions call attention to factors 
often neglected by those who wish to develop 
their personalities: 

Suggeition* for Personality 
Development 

Your adjustment patterns are recognized to 
some extent by those who associate with you 
even though you may not consciously try to 
convey the messages you communicate to 
them. If, in your adjustment history, you de¬ 
veloped an inner defensive conviction that 
other people are inferior to you, you probably 
convey that impression. If you find it dif¬ 
ficult to trust or believe in people, they sense 
it. If you feel that your ways and ideas are 
superior to those of others, they get the mes¬ 
sage. If you prefer to size up people rather 
than enjoy their company, they realize that 
you are appraising them and they will shy 
away from you. Feelings such as these are so 
much a part of ourselves that we cannot erase 
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them easily. But we can practice certain social 
attitudes and skills that will help to improve 
our personality in its social stimulus effects. 

1. Be Conscious of the Other Person 
and Note What HE Does. 

Talk about the subjects that interest him 
and he will think of you as a person with 
an interesting personality. Forget yourself 
through an active interest in other people. 

2. Assume That People Like You. 

If you show that you want people to talk 
to you, they will respond warmly. On the 
other hand, if you act in a reserved, seclusive 
manner, people will assume that you wish to 
be let alone. If you show that you enjoy your 
own company more than the company of 
others, they will let you have yourself to 
yourself. 

3. When You Greet a Person, 

Greet Him Emphatically. 

When you say “Good morning,” say 

“GOOD MORNING”; don’t say “good 
morning .” Also wave your hand and smile. If 
you feel that you are faking when you first 
attempt to be cordial, just continue practic¬ 
ing cordiality until you do it naturally. 

4. Build Up the Other Fellow's 
Feelings of Self-worth. 

Note things about which he feels inferior. 
Offer him sincere compliments which prove 
that he has better qualities than he thought 
he had. Do not talk about him but compli¬ 
ment him on his intelligent acts. And remem¬ 
ber that every woman likes to receive feminine 
compliments regarding her beauty and per¬ 
sonal attractiveness. But phrase the compli¬ 
ment in an original way. Ask her how she 
happened to think of that particular combina¬ 
tion of colors of dress and accessories. And 
when you praise an employee for doing a good 
job do more than thank him—ask him about 


some of the problems involved in the task and 
how he overcame them. 

5. Admit Your Own Defects. 

You need not deliberately make an ass of 
yourself but, when you have acted as one, let 
others make humorous remarks at your ex¬ 
pense. It makes them feel superior and keeps 
your personality more flexible. Accept your¬ 
self. People who can accept themselves as they 
are, view others as being accepting also. On 
the other hand, those who see others as reject¬ 
ing tend to have a low opinion of themselves. 
When a person can accept himself fairly well, 
then it is possible for him to relate effectively 
to others, to understand them, and to regard 
them as persons of worth.” 

6. Proctice Use of the Word 
YOU and Avoid I. 

One measure of your personality is the 
number of times you say you, your, he, his, 
she and her rather than /, me, my, or mine. 
The test of your socialization is not the ideas 
that you give others but the number of ideas 
that others give you. 

7. Admire Your Friends. 

Perhaps you have already done many kind¬ 
nesses for others which they repaid with 
meanness or infidelity. Perhaps you have lent 
money to some who never paid it back and, 
moreover, do not care to pay it back. These 
lapses of loyalty, goodness, and integrity 
should not sour one for the greater number of 
gifts received. In the totality of human rela¬ 
tionships, human nature is remarkably good 
and fine. 

8. love Someone Intensely. 

Man’s normal state requires an outlet for 
his affections. If your wife is not of a lovable 
sort, love your child. If that is not feasible for 
you, assume responsibility for someone’s 
happiness. A dog or a monkey may fill the 
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gap, but a normal person can better look him¬ 
self in the face if he gives his devotion to a 
human being instead of concentrating it on a 
dumb animal. 

9. Change Your Environment 
Occasionally. 

Take a vacation when it is due. Go to a 
new part of the country. Meet some new peo¬ 
ple. Leave your wife and children at home 
when you take a vacation and allow them to 
take a vacation without you. Sell your house 
and buy another. Change your office furniture. 
Of course, you should have a den of your own, 
where you can litter the floor with cigarette 
butts or cigar bands; a place where you can 
put your feet on the desk and feel at home, 
but even a den becomes monotonous and a 
new surrounding is needed. 
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10. Associate with People Who Are 
Successful and Happy. 

Living within one’s self alone is dangerous. 
We all need certain contacts to give us new 
points of view, new thoughts, and new hopes. 
Attend at least one social affair each week. 
Call on your neighbors. Meet the fellows at 
the club. Go to church. Compel yourself to 
play cards, or dance, or sing, or tell stories, or 
play golf. When you do associate with others, 
do not consider your associates as either in¬ 
feriors or superiors. Let your motto be: “All 
men are my equals, but no man is my 
superior.” Try to learn from those who are 
experts in other fields, but do not envy them 
their money or position. Happiness does not 
lie in wealth, fame, or personal beauty. 
Rather, happiness is achieved through intel¬ 
ligent adjustment to what we have and are. 
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PROJECTS 


I. Think of a person whom you believe to be a 
fine person, one who represents to you a high 
level of personality development. Can you 
offer objective evidence, anecdotal or a record 


of socially sound achievement, to justify your 
choice? Or, does he appear to you to be a fine 
person because he symbolizes answers to your 
own psychological needs? 
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2. Read descriptive material dealing with a num¬ 
ber of personality tests. Suggest some ways in 
which such tests may be helpful to the indi¬ 
vidual and some situations in which they 
should b$ used with caution or not at all. 

3. Culture has been defined as openness of mind, 
objectiveness of attitude, a sensitive apprecia¬ 
tion of human values, an original point of view 
or philosophy of life, and a development of 
the potentialities of the human being, (a) 
Which courses in college have impressed you 
as being directed toward one or more of the 
five mentioned qualities? ( b ) Can you name 
any courses which are not directed toward one 
of these five qualities? ( c ) Can you name any 
work or recreation which could not be directed 
toward one or more of these five qualities if 
the individual so desired? 

4. Make a point of complimenting several ac¬ 
quaintances on some good qualities they pos¬ 
sess. Note the various reactions and analyze 
these effects. 

5. A prospective borrower from a bank was ad¬ 
vised by a friend to apply to the sour-mannered 
loan executive rather than to the jovial friend¬ 
ly one on the basis that the sour-mannered 
one could say "Yes" while the jovial execu¬ 
tive was paid to say “No" charmingly. How 
would you evaluate this advice—what psy¬ 
chological principles are involved? 

6. One of the most common methods of judging 
the personality of a person is his conversation. 
A number of individuals were asked what 
words, phrases, and questions they disliked to 
hear from other people. The following list 
resulted. (It is not to be considered complete.) 


ain’t 

loafer 

shorty 

brass 

lousy 

skinny 

bum 

mess 

slob 

Butch 

nut 

sloppy 

crab 

piker 

snob 

crumby 

pill 

stink 

cuckoo 

prune 

stuff 

dumb-duck 

punk 

sucker 

highbrow 

rotter 

swell 

huh? 

runt 

yeah 

junk 

shack 

yellow 
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Carson, Richard E., “Praise Reappraised,” Har¬ 
vard Business Review, September-October, 
1963. 


Questions Disliked 

D’ja eat? 

How much did it cost? 

Is that so? 

What did I tell you? 

What's it to you? 

What's the big idea? 

Why bring that up? 

So what? 

Haven’t you finished yet? 

How do you get that way? 

Isn't that grand? 

What did you do that for? 

What makes you so sure? 

What's on your mind? 

What d’ya know? 

Expressions Disliked 
And how! 

After me, you come first. 

Bad egg. 

Beautiful but dumb. 

Believe me. 

Cut it out. 

Don't trouble yourself. 

He means well. 

I done it. 

I'll say so. 

I'll tell the world. 

Make it snappy. 

Mind your own business. 

No kiddin*! 

None of your business. 

Prove it to me. 

Shut up. 

That's just like you. 

That’s not true. 

You flatter me. 

You tell ’em. 

a. Ask a number of your associates to check the 
items that they dislike to hear. Improve the 
list. 

b. Check the items you use frequently. Then 
have a friend check those which he says you 
use. Compare the two lists. 

c. Note the number of times you hear these 
terms used by low-salaried and by high-sala¬ 
ried businessmen. To what factors do you at¬ 
tribute any differences in their usage? 
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IMPROVING EFFICIENCY 
IN MENTAL WORK- 

EFFECTIVE METHODS 

OF STUDY 


A person's own convictions 
regarding his abilities are powerful factors 
in his mental efficiency. His convictions about himself can be changed 
and his methods of work improved, but his methods of work 
will not improve until such time as he himself 
determines to improve them and persists 
in learning the new and better habits. 
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WW hal is a good student? College students 
have various definitions of the “good" student, 
most of them not very complimentary to the 
student who makes superior marks. Why do 
some students have poor records? 

Psychologists find that some reasons for the 
poor student’s records are the usual explana¬ 
tions such as inadequate educational back¬ 
ground, lack of interest, poor study habits, 
etc. Poor study habits are usually blamed, but 
we should also realize that numerous re¬ 
searches have shown that the adjustments of 
the student have significant relationships to 
his grades. One study, for example, compared 
the achievement records and personalities of 
94 very bright college students as contrasted 
with 94 intellectually “average" students at 
Purdue University. The two groups were com¬ 
pared on grade point averages over eight 
semesters of college work, on responses to 
several tests. Numerous significant differences 
between the two groups were reported, but the 
finding of special interest to us was that the 
students judged to have excellent adjustment 
tended to be “high-achieving brilliant stu¬ 
dents," while those judged to have very poor 
adjustment tended to be “low-achieving bril¬ 
liant students.” 1 

Another study compared scholastic under¬ 
achievers with a group of high achievers. The 
findings indicated that underachievement on 
the part of bright students is related to the 
basic personality matrix. Underachievement 
appears to be related to hostility toward 
others, possibly toward authority in par¬ 
ticular. 2 

Interestingly, too, having a stated voca¬ 
tional goal does not affect the male student’s 
behavior in regard to his academic achieve¬ 
ment unless the goal is one which he is really 
determined to attain. 3 

The counselors who have studied and as¬ 
sisted failing students know that effective coun¬ 
seling cannot be confined to study habits only. 
Instruction in study habits, time scheduling, 
and reading clinics have proved to be of little 
value unless the psychological development 


has been appropriate for effective study. The 
mental habits and attitudes of the student, 
his convictions about himself, his modes of 
adjustment to his problems, are determining 
factors in his record as a student. 

The student who is in emotional turmoil 
because of personal problems, such as conflict 
with parents, poor social contacts, or financial 
difficulties, may or may not be a good student. 
Some students adjust to these problems by 
overcompensation and become scholastic 
“overachievers." These students are found in 
every college. They are among the top-rank¬ 
ing students scholastically, but they are not 
'good ’ students in the best psychological 
sense. Truly good students enjoy life in many 
areas, have a stable emotional life, can con¬ 
centrate on their tasks, recognize their own 
aptitudes and limitations, and have a high 
degree of interest in the subject matter they 
study. 

In Chapters 2 to 7 we saw how mental 
habits and attitudes growing out of adjust¬ 
ments tend to result in outstanding achieve¬ 
ments. The motives developed in the processes 
of adjustment on the part of the individual 
are exceedingly important, not only in setting 
up and striving toward vocational and other 
goals, but also in setting up psychological 
resistances which handicap the individual in 
learning common school subjects. The normal 
person’s nervous system will perform the func¬ 
tions involved in learning one subject just as 
easily as it will those involved in learning any 
other subject. Only the conditionings and 
habits growing out of adjustments result in 
inabilities to learn certain kinds of subject 
matter, such as mathematics or languages. 
The individual’s own definitions and convic¬ 
tions regarding himself are the potent factors 
in his talent and skills, or lack of them, as 
is proved by the results from drills in spelling. 
Experiments show that when drills are given 
to a poor speller, he improves his spelling only 
when he himself really determines to improve 
it. More repetitious drill has almost no value 
—the individual’s attitude toward the drill is 
all-important. Sometimes the individual’s con- 
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victions regarding his inabilities are so deep- 
seated in his personality that a clinical 
approach is necessary to make the later ex¬ 
ercises in spelling worth while. 

The following statement by a psychologist 
who spoke at an annual meeting of the 
American College Personnel Association ex¬ 
plains more fully the need for a clinical tech¬ 
nique in dealing with certain inabilities: 

The clinical technique which follows from the 
theoretical conception of the problem must 
therefore aim to bring about in the subject a 
reexamination of those ideas which block his 
development. Academic difficulties and social 
maladjustments are both conceived of as due 
to resistances arising from the subject’s* idea of 
himself. Obviously, the method must rely upon 
inducing the subject to observe the system of 
contradictions in which he has become involved. 

Let us take the case of an intelligent student 
who is deficient, for example, in spelling. In al¬ 
most every instance, poor spellers have been 
tutored and practiced in spelling over long peri¬ 
ods without improvement. For some reason such 
a student has a special handicap in learning how 
to spell, though not in learning the other sub¬ 
jects which are usually considered more difficult. 
This deficiency is not due to a lack of ability, 
but rather to an active resistance which prevents 
him from learning how to spell in spite of the 
extra instruction. The resistance arises from the 
fact that at some time in the past the suggestion 
that he is a poor speller was accepted and in¬ 
corporated into his definition of himself, and is 
now an integral part of his total personality. His 
difficulty is thus explained as a special instance of 
the general principle that a person can only be 
true to himself. If he defined himself as a poor 
speller, the misspelling of a certain proportion 
of the words which he uses becomes for him a 
moral issue. He misspells words for the same 
reason that he refuses to be a thief. That is. he 
must endeavor to behave in a manner consistent 
with his idea of himself. 

In these cases, we find that this self-definition 
as a poor speller, and consequently the resistance 
to learning how to spell correctly, can usually 
be removed in from one to five interviews. The 
majority become average or better than average 
spellers within the space of two or three months. 

A study of the spelling behavior of these stu- 


* The reader will note that the word “subject" as 
used in this context refers to "the person experi¬ 
mented upon"; not to a course of study. 


dents shows that each individual seems to have 
a definite standard of poor spelling which he 
unconsciously endeavors to maintain. If his 
spelling test is cut in two, it will be found that 
each half contains approximately the same num¬ 
ber of misspelled words. If we study his letters 
or written theses, there is likewise a striking 
consistency in the number of misspelled words 
per page. Strange to say, the spelling of foreign 
languages seems to be impaired very little if at 
all. showing clearly that the difficulty cannot be 
attributed to eye movements, left-handedness, or 
other mechanical interferences. Evidently the 
conception of one's self as a poor speller usually 
has reference to one's native language only. 

The clinical technique consists in first finding 
several strong values apparently unrelated to the 
value in question which can be used as levers, 
so to speak, and then demonstrating the incon¬ 
sistency between these values and the one re¬ 
sponsible for the deficiency. Almost every student 
considers himself independent and self-reliant, for 
example. On the other hand, it can readily be 
shown that the poor speller expects his defect to 
be condoned and treated sympathetically; that, 
in effect, he has his hand out begging for indul¬ 
gence. If the contradiction can be demonstrated 
from his own viewpoint, a reorganization becomes 
compulsory. His definition of himself as a poor 
speller is vigorously rejected and a determined 
effort made to establish the opposite definition. 
The result obtained is out of all proportion to 
the effort exerted to bring it about. Spelling as¬ 
sumes such interest that it is studied at every 
opportunity, even from the advertisements on 
street cars and subway trains. An elaborate analy¬ 
sis to convince the subject that his difficulty real¬ 
ly is due to a fixed idea of himself docs not seem 
to be necessary in the remedial treatment of 
spelling. He should, however, be asked to recall 
when he first accepted the role of a poor speller, 
ceased to worry about it. and dismissed the ques¬ 
tion as closed. 

It is significant that not only poor spellers, 
but stammerers and others with similar defects, 
freely admit as a rule that they accept them¬ 
selves as they are and make no effort to change. 
This is an excellent defense, of course, for they 
feel no inconsistency once the definition has been 
accepted. And they often attempt to avoid the 
effort of maintaining a more useful definition by 
referring the defect to heredity or neuromuscu¬ 
lar maladjustment. 

Our experience also shows that unless a person 
has an unusually optimistic view of the future 
he would not be likely to anticipate a lenient 
attitude on the part of others in regard to errors 
in spelling. This optimism also appears in the 
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fact that poor spellers seem almost universally 
to count on the services of stenographers who are 
good spellers, and many are able to quote the 
names of several people who became famous in 
spite of a deficiency in spelling. 

Those who claim that they "do not have a 
mathematical mind” are likewise victims of their 
own resistance. Such a student may have defined 
himself in childhood as the exact opposite of 
some unassimilable companion who had been held 
up as a shining example of mathematical pro¬ 
ficiency. In other cases, remarks by parents or 
teachers that the child was lacking in aptitude 
for mathematics seem to be the explanation. The 
suggestion was accepted and is now a part of 
the student’s conception of himself. In one in¬ 
stance, a student who despised mathematics in 
high school, during his freshman year acquired 
a sudden attachment for the subject and is now 
a professional statistician. This boy’s older 
brother was proficient in mathematics, and the 
two had been in conflict for years. 4 

The clinical technique is helpful in those 
cases where individuals have proved that they 
can learn many subjects but claim they are 
unable to learn one or two specific subjects. 
The individual is apt either to continue to 
assume that somehow he is incapable of learn¬ 
ing the “difficult” subject or to use evasion, 
such as searching for some magical or quick 
means of attaining his ends. He may, for 
example, read the biographies of great men, 
study success books, or books on “how to 
have power of will.” Such epigrammatic 
books, articles, and lectures are inspiring; but 
if adjustments to environment have already 
given him an urge, he can accomplish more 
by the practice of prosaic acts, such as out¬ 
lining meaningful material, plotting graphic 
charts, and learning the cold facts of his 
courses and tasks. 

Group therapy, under a different name, was 
found helpful to certain students at Harvard 
as reported by Graham B. Blaine, Jr.: 

The college student is glad to discuss general 
subjects in bull sessions with contemporaries and 
even to reveal fairly intimate and personal ex¬ 
periences and feelings, but when this discussion 
is labeled therapy with the implication of illness, 
he tends to be much more guarded in front of 
his fellow students. This defensiveness makes a 
group discussion vague, inconclusive, and non¬ 


productive. If, however, there is a definite goal 
to start with, which is understood and accepted 
by all, then the chances of building a cohesive 
group where members can trust each other 
enough to help each other is far greater. 

A group of this sort was instituted at Harvard 
recently. Ten boys from the sophomore class 
were selected by the dean as being in such poor 
standing academically that their chances of sur¬ 
vival following the final examinations in June 
were less than one in ten. The boys were told 
this by the dean and again by a therapist in a 
letter which also invited them to participate in 
a therapy group. Eight of the ten reported for 
the first meeting which took place in April. Meet¬ 
ings were held weekly until the examination peri¬ 
od (nine meetings in all), and discussion which 
originally centered entirely around study habits 
shifted quickly to family pressures, then to in- 
trafamilial relationships, and finally to the kinds 
of conflicts which were deep inside these troubled 
students. The kind of unrestrained silliness and 
superficiality which characterized the nongoal- 
centered groups was simply not present. Presum¬ 
ably as a result of the group discussions, each 
student reported an improvement in his studying 
ability, and six of the eight brought their actual 
grades up to the point where they were allowed 
to continue in college * 

Students who are thinking of dropping out 
of college for a year may be interested to 
learn that one survey at Harvard indicated 
that of 160 students who withdrew from their 
class but returned by the spring of the fol¬ 
lowing year, the number who were in good 
standing and well on their way to graduating 
was 60. The researchers concluded that 
These figures would seem to indicate that 
voluntary withdrawal is both a frequent and 
a generally valuable occurrence for the indi¬ 
vidual.” 6 

Concentration 

Informal polls among college students indi¬ 
cate that lack of concentration or poor con¬ 
centration is the most common of poor study 
habits. 

The student who complains about his in¬ 
ability to concentrate may go through a lot 
of futile “motions” of studying: sitting in 
front of an open text book without learning a 



single idea, doing ritualistic notetaking, or 
memorizing without actually thinking. 

The much-voiced complaint, “Every time 
I start to study, I all at once just seem to 
find myself daydreaming!” needs analysis. 
What causes these daydreams? It may be 
run-of-the-mill emotional problems, the cur¬ 
rent girl or boy friend, financial difficulties, or 
breaking away from home ties. All of these 
can be a hindrance to concentration. 

Ideally, the hampering emotionality in¬ 
volved in adjustment to the problem should 
be projected into the educational effort. This 
kind of redirection may require the assistance 
of a therapist. Most of us, however, have to 
make our adjustments the best way we can. 

Knowing your particular problems is to be 
on the way to solving them. Find out what it 
is that is taking your interest from studies and 
guiding it into daydreaming sessions. If you 
do not wish to consult a clinical psychologist 
in order to find out, try the system of study¬ 
ing for a week with a paper and pencil always 
at hand. Each time that you catch yourself 
daydreaming, write down what it is you had 
been thinking about. At the end of a week, 
you should be aware of some of your major 
problems. Some students find this technique 
an aid to sticking to a subject. 

Concentration is so closely allied with in¬ 
terest that in order to be able to concentrate, 
interest must first be developed. Poor con¬ 
centration may stem, too, from a spotty back¬ 
ground in a subject area. Failure to think 
ahead so that you know what is coming and 
the reason for it may leave wide gaps in your 
thinking. Inexperience or careless observation 
may have left you with a weak perceptual 
background. An inadequate vocabulary of 
either general or technical terms could prevent 
you from maintaining a continuous thought 
pattern. This in turn contributes to a lack of 
interest . 7 

It is profitable to recognize that the big 
problem in studying lies in creating interest. 
There is such a thing as achieving a “forced” 
interest in a subject. Many students have not 
only created this forced interest, but have gone 



pou.n 8 of the dneiiabhthmenl act in 1867 did 
nol lotidy the notionoliiti under... The polling 
of the diieitabliihment... The polling 0 f the dii- 
eitoUiihmenl act in 1867 did not lotiify the notion- 
olnti ... polling of the diieitabliihment ocl in 1867 
did nol... the polling..." 

—"Vic the Vet." by Gob*. Spree vio University. Doily 
Oronge. 

ahead and achieved a “real” interest through 
the study of formerly disliked subjects. 

There are helpful methods by which en¬ 
thusiasm for subjects can be developed. One 
technique that works at times is for the 
student to study exceptionally hard for the 
first examination in a course. If the student 
is successful in getting a high grade, the high 
grade helps to develop interest in the subject: 
success generates interest. 

Another technique is reading ahead of lec¬ 
tures. This practice will help to eliminate 
much of the disinterest students have toward 
especially difficult subjects. For example, in 
an economics course, the instructor may an¬ 
nounce that the subject of the next lecture 
will be the "Law of Supply and Demand.” 
The student, by reading this material in the 
text before the lecture and, if time permits, in 
the library texts and periodicals, facilitates 
his own understanding of the subject and, 
hence increases his interest in it. 

Of course these suggestions for developing 
interest in study do not help the student who 
is using apathy as a defense against an uncon¬ 
scious problem. Apathetic defense may be 
used as a means of punishing oneself or 
others. Clinicians find that the fantasies of an 
apathetic patient are likely to be filled with 
imagery of rage and potential destructiveness. 
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Apathy protects the patient from his own 
aggressiveness.* This kind of student needs 
therapy rather than the simple recommenda¬ 
tions of an educational counselor. 

Scheduling 

Scheduling study time is the most con¬ 
troversial of the study techniques. "Why 
schedule—I just have so much time,” or, "I 
just work until I'm through," is a typical 
reaction. If you are receiving grades com¬ 
mensurate with or beyond your mental ability, 
or if you have time for sufficient relaxation to 
make for enthusiasm in your work, you 
probably do not need scheduling. If, on the 
other hand, you constantly worry because you 
are "not on top” of your work, then schedul¬ 
ing is a prerequisite for your study. 

Students differ widely in their desire for 
and ability to follow a schedule. A student 
should plan a schedule for his first week in 
school, realizing that this schedule will proba¬ 
bly be changed by conflicting class meetings, 
unavailable courses, or inability to get the 
teachers he desires. However, by the second or 
third week of school, as he becomes oriented 
to the semester’s work, he can plan another 
study schedule, knowing that this one is to 
serve as a guide throughout the term. 

A college student usually takes from fif¬ 
teen to twenty-one class hours per semester, 
and his professors advise that about two 
study hours be given to preparation for each 
hour spent in class. With this simple yardstick 
of study-time requirement, and with fixed 
class hours each day, the student can arrange 
his individual schedule either to increase or 
decrease his study time, according to his 
scholastic needs. Some students and instruc¬ 
tors think in terms of a weekly schedule. A 
series of twenty-four hour schedules is likely 
to be more effective for most students. At the 
end of each day, the student sets up a feasi¬ 
ble, rather than an ideal, schedule for the next 
twenty-four hours. 

It is a good idea to arrange studying time 
as soon after lectures as possible. Researches 
indicate that study immediately, or within a 



reasonable time, after a class is far superior 
to the same amount of study the day or the 
night before a class. In this program, good 
students often allow for a short period of 
review just prior to the lecture. 

Another important point to remember is 
that spreading the learning period over the 
semester is far more effective than cramming 
in all the subject material at the end of the 
semester.’ This means that reviewing must be 
a constant practice. It is imperative to "keep 
on top" of your work throughout the semester, 
and this can be achieved only by wise sched¬ 
uling. 

The evidence from Frederiksen and 
Schrader’s study of how students spend their 
time shows that the student who gets high 
marks relative to his ability tends to be a 
pretty serious sort of fellow with definite 
academic interests. He is likely to take more 
courses, study more than the average student, 
and attend evening lectures. He indulges less 
in frivolous activities such as going to parties 
or movies. He does engage in bull sessions, 
but in moderation. 

In general, women in college spend more 
time than men in extracurricular activities— 
other than athletics. They attend lectures or 



concerts, and indulge in social activities— 
dates, parties, movies, and the like. They 
spend less time in athletics, physical recrea¬ 
tion and in voluntary course reading. They, 
attend fewer classes (presumably because 
they tend to take fewer laboratory courses) 
and are less likely to have a part-time job. 1 ® 

Physical Setting 

It is highly important that the college 
student study in the right setting. A good 
desk lamp is desirable. Soft, diffused light 
should illuminate the rest of the room to 
eliminate contrast and strain. His desk should 
be so situated as to facilitate the maximum 
of efficient concentration. Generally, it is a 
good idea to have it away from windows 
affording campus views. If the room is shared 
by another student, it is a good idea to 
arrange the desks so that the two students are 
back to back while studying. Nor should the 
student, when at work at his desk, be able to 
see his bed or an inviting easy chair. The 
chair for study should be of the hard straight- 
backed variety. This will enable the student 
to maintain a reasonable state of muscular 
tenseness during study, a state that greatly 
aids effectiveness of study. 

Keep a specific desk and chair for study 
only. Lounging and recreational reading 
should be done in another chair. Eventually, 
if the particular place of study is consistently 
used for study only, it will cause the student 
to settle down to intensive work almost im¬ 
mediately. In order to build up sustained 
attention habits, the student should begin 
work as soon as he sits down. Oftentimes it is 
difficult to get started. Hence, routine tasks 
such as reorganizing notes or recopying a 
theme might be tackled first as a “warming 
up” for the real work. 

Of course the well-motivated student pays 
relatively little attention to his physical en¬ 
vironment. Some students do excellent intel¬ 
lectual work while riding on subway trains or 
in family settings. They can concentrate very 
well in the midst of train noise, chatting of 
family members, or the clatter of typewriters. 



"I'm going lo tty to grodvote —I con'l itond Ihit 
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The urge to learn is more important than the 
physical setting. 


The increasing awareness of reading ability 
as an aid to successful study is readily seen 
in the development of reading clinics as an 
integral part of college and university pro¬ 
grams. The importance of reading ability in 
the entire program of education can hardly 
be exaggerated." 

Numerous reports from reading clinics em¬ 
phasize two facts: (1) the average student 
reads unnecessarily slowly and inefficiently, 
and ( 2 ) after a period of intensive training, 
such a reader can increase his speed, improve 
his comprehension, and increase his overall 
efficiency." 

Comprehension is the first objective in 
reading. Improving comprehension is an aid 
to speed also. Increasing the speed means that 
the time spent in study can be reduced. From 
85 to 90 per cent of all studying done in high 
school and college is concerned with some 
form of reading. With adequate training in 
reading a student who has been spending four 
hours per night in study can do the same 
amount with better comprehension in two 
hours. 

The poor reader reads slowly, generally 
about 100 to 150 words a minute, compre¬ 
hends poorly; makes many “regressions” 
(backward movements of the eyes over mate¬ 
rial already read); reads word by word or 
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phrase by phrase; must move his eyes six or 
seven times to cover an average line of print; 
reads with his tongue, throat, and vocal 
chords; and tires easily. 

The student reads for different purposes on 
different occasions, and his methods on each 
occasion should fit the purpose for which he 
is then reading. The more intelligently he 
reads, the more inclined he will be to vary 
his rate of reading and his method of attack. 

Most persons can make their easiest and 
quickest improvement by varying the rate 
of reading. Various rates of reading may be 
used for different types of reading material. 
The light novel and the tabloid newspaper can 
be skimmed or scanned and comprehended 
easily, but more complex novels and the more 
difficult magazine articles must be read more 
slowly and carefully. The physics test, the 
economics book, and the philosophy pamphlet 
must be read even more slowly. Reading 
clinics have found that the rate can vary 
from some 40 to 1,000 words a minute for the 
same individual, reading different types of 
material. 

An understanding of the reading process 
has helped many students to improve their 
reading skills. During reading, the eyes are 
in a constant state of movement. In the actual 
process of perceiving words, however, the eyes 
are fixated or stopped. It is during these stops 
that words are read. How many stops do you 
make per line? It is a simple procedure to find 
out. Have someone sit across from you and 
count them. The number of stops varies from 
two to six or seven per line according to the 
skill of the reader and the difficulty of mate¬ 
rial being read. 

The skillful reader reads fast, comprehends 
exactly, has few regressions, reads phrases and 
sentences—rarely single words—can absorb 
an average line of print with one or two eye 
movements, does not move his lips, reads 
actively, thinks with the author, has superior 
concentration, and remembers what he reads. 

The student should make certain that his 
reading procedure is correct before he begins 
to read. Many students find that a graph 


representing reading speed serves as a stimu¬ 
lus to practice. Another device is to have con¬ 
stantly on hand a book which is enjoyable 
and which can be read rapidly—this can be 
a light novel or a book of short stories. When 
one book is finished, another can be started 
immediately. A definite reading program of 
IS to 20 minutes a day can be set up, and the 
chosen reading material will thus be con¬ 
sistently read. Such consistency brings about 
results. With these books, too, occasional 
pages can be timed as a check on speed. 

Speed of reading and comprehension are 
closely correlated. Often students show sur¬ 
prise that comprehension can increase along 
with speed, until they realize that single words 
do not make pictures or ideas. It is only when 
several words or phrases are comprehended 
that a visual picture or idea ensues. 

A simple device for improving reading com¬ 
prehension is written recall. The student 
should take a meaningful paragraph, page, or 
section from a textbook, read it, close the 
book, write a summary of the important 
points, and then check his writing with the 
text. Some students prefer to write a rough 
outline, which usually brings about the same 
result. Vocabulary-building, as an integral 
part of reading ability, should always be in 
the developing stage. 

An extensive knowledge of the exact mean¬ 
ings of English words accompanies outstand¬ 
ing success in this country more than any 
other single characteristic. To keep your 
vocabulary developing requires constant and 
continuous surveillance. Many systems are in 
use for this purpose. The most common one 
uses 3" x 5" card indexes, generally set up 
with a word on the front of each card and its 
meaning on the back. Thus, in odd moments, 
the cards can be shuffled and a private word 
game can be played. When words have been 
mastered, the cards are usually filed and then 
occasionally reviewed. Some students prefer 
to keep a section in their notebooks for 
vocabulary improvement; others like a small 
notebook devoted entirely to new words. The 
particular system by which you improve your 
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vocabulary is not significant; that you do 
have some system is important. Without one, 
your vocabulary either levels off or declines. 
It is imperative to keep your vocabulary 
developing. 

The following rules or practices will help 
the student improve his reading methods: 

1. Prepare your mind before beginning to read. 
Ask yourself how this book or article fits your 
plan of development. What questions should the 
author answer for you? Recall other articles on 
the same subject and ask yourself how this arti¬ 
cle relates to your previous studies. 

2. Make a preliminary survey. Note the exact 
title, the author’s position and his other writings, 
the year the book was written, the publisher, 
and the preface. The intelligent student reads 
the preface to leam why the author wrote the 
book and the treatment or points of view which 
he believed to be of value to the reader. 

After reading the preface, read the table of 
contents and page rapidly through the book to 
note other main headings and the illustrations. 
Get the outline of the book in your mind. Note 
the parts in italics or capital letters or ideas 
which the author wants to impress upon the 
reader. Reading a book twice may seem unneces¬ 
sary and a waste of time—but it is not. because 
double reading aids the formation of stronger 
and more lasting powers of recall. 

3. Read rapidly. Beware of "dozing" study. 
Don’t think that you are studying when you 
merely hold a book in your hand and look at 
words. If you cannot throw yourself into your 
study and work at high pressure, stop entirely 
and stand before an open window, or take a few 
exercises. 

Force yourself to read rapidly.» Urge yourself 
to speed up. Begin at once to read rapidly At 
first this may interfere with the clarity of com¬ 
prehension but if you persist, you will soon find 
that you can leam ten times as much by speed¬ 
ing up. Spending a lot of time in study is far 
less important than a small amount of time well 
spent at consistent intervals. Don’t dawdle. Go 
to it full steam ahead. Whenever you find your¬ 
self gliding off into daydreams or irrelevant 
meditations, bring yourself back sharply. Let 
each digression act as a reminder to get back to 
the job at hand. 

4. Vary the rate of your reading. Read the 
simple or already known parts rapidly, or skip 
them entirely. Concentrate upon the important 
and difficult parts. If you do not understand 
the meaning of a word, look it up in the dic¬ 


tionary. If you find it difficult to grasp a prin¬ 
ciple. try to draw a diagram illustrating it or 
make an outline of the author’s own statements. 
Make it a rule never to do straightaway reading 
at a regular rate unless you read for entertain¬ 
ment. 

5. Make marginal notes or underscore the main 
ideas. Try to summarize the author’s ideas in 
your own words by writing a sentence in the 
margin. A good plan is to underscore important 
items or draw a vertical line in the margin for 
important paragraphs or sentences. Always read 
with a pencil or pen in your hand so that you 
can indicate important passages. A book well- 
read has many penciled passages. 

6. Use “active self-recitation." Think while 
you read. Spend a large part of your study in 
thinking over what you have read. Do not accept 
the author’s statements blindly. Consider his 
views in the light of your own ideas or those 
of others. Be open-minded and willing to learn, 
but do not accept without some analysis of state¬ 
ments. Ask yourself whether the author is stating 
the results of impartial investigations or merely 
his own opinions. Do his conclusions follow from 
his statements? Is he trying to sell you some 
pet idea? 14 


Notomaklng 

The notebook is the badge of the student, 
the ^engineer, the explorer. The standard 
S/"xll'' looseleaf notebook with a stiff 
cover is recommended. One well-organized 
notebook, in addition to class and book notes, 
can also be used for material passed out by 
instructors. The obvious advantage of one 
notebook is that work materials are always at 
hand. With actual notemaking, a system of 
abbreviations is necessary. Much time can be 
saved if this system is a consistent one. Many 
students, especially in the first months of col¬ 
lege, before the abbreviations have become 
automatic, have found that a page set aside 
in the notebook for abbreviations is an aid to 
the mastery of a system. 

In actual college work three kinds of note¬ 
making are found: notes on lectures, notes 
on borrowed books, and notes in a book. Mak¬ 
ing lecture notes makes you an active rather 
than a passive participant. It is an aid to 
learning, for it requires you to evaluate ideas, 



206 


IMPROVING EFFICIENCY IN MENTAL WORK 


to organize thoughts, and then to jot down 
the meaningful items. Good lecture notes are 
brief, but good lecture notes have complete 
sentences and are organized under meaningful 
headings. Making notes on radio programs, a 
sermon, or a talk can give added practice. In 
class lectures, being ready for the lecture is 
essential. Notes from the previous lecture 
should have been reviewed. Reading ahead of 
lectures, in textbook and reference books, is 
valuable here also. 

The question whether notes should be re¬ 
written will depend on how expert a note- 
maker you are. If your original lecture notes 
are ready for use in review, then rewriting is 
not necessary. Otherwise, it is. 

Notemaking from library books is essen¬ 
tially the same as lecture notemaking. You 
must sort out the salient points of a chap¬ 
ter or a portion of a book or magazine article. 
This task is made easier by reading the entire 
assignment to get an over-all picture or frame¬ 
work. Then go back and actually write out the 
points or facts of this framework. 

Making notes in your own books is es¬ 
sential to active learning. A consistent set of 
symbols is necessary to indicate important 
facts, points of disagreement, connection of key 
words or phrases, and numbering or a series 
of ideas. Important points can be underlined 
or can be marked by vertical lines in the 
margin. A soft lead pencil or a red lead pencil 
will mark so as to show up plainly. Brief 
markings will serve the student best—key 
words, important phrases, and, of course, 
ideas that need clarification. Through note¬ 
making on an assignment, the important 
points stand out so that skim reading will 
serve as a review. 

Using the Library 

In student life, knowledge of efficient 
library usage is essential. The librarian is 
always there to aid research and investigation, 
but time can be saved by one’s own ability 
to dig out necessary information. In a new 
college situation, you should spend every 


available minute during the first weeks in 
becoming familiar with your college libraries. 

Three types of card catalogs are in use in 
libraries: (a) Dictionary —alphabetically ar¬ 
ranged by author, title, and subject ; all cards 
are in terms of one alphabet; (b) Divided- 
catalog —divided into two parts: subject 
catalog and author and title catalog, (c) Clas¬ 
sified (mostly in technical libraries)—ar¬ 
ranged by broad subject or some practical 
scheme related to the type of material. The 
dictionary type of catalog is the one in general 
use and the one you would expect to find in 
most libraries. 

The catalog serves as an index to the li¬ 
brary. It contains author, title, and subject 
cards for the books in the library. These 
cards are important in that on each the call 
number of the book concerned is given. The 
author, title, place and date of publication, 
and publisher are also given. For most books 
in the library there are three cards in the 
card catalog: one, the author card; one, the 
title card; and one, the subject card. Some 
books, particularly fiction, have only two 
cards, and some (autobiography) only one. 
More cards may result from dual authorship. 
Also, if the book deals with more than one 
subject, each subject will be represented by a 
card in the catalog. On subject cards, the 
subject is usually typed in red at the top of 
the catalog card so that it can be readily 
distinguished from an author or title card. In 
order to get a book from closed stacks, you 
must copy the author, title, and call number 
of the specific book wanted on a call slip. 
It is important to be extremely accurate in 
copying the call number, making sure that no 
letter or number is omitted, since an omission 
may result in having the wrong book de¬ 
livered. Also, sign your name legibly. Then 
give the call slip to a staff member at the 
circulation desk. 

Fiction is usually found in a separate sec¬ 
tion or room. It is arranged alphabetically by 
last name of the author and under each 
author alphabetically by title. All the books 
by Somerset Maugham, for example, will be 
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together. Books other than fiction are ar¬ 
ranged according to a special system of clas¬ 
sification. The Dewey Decimal Classification 
is widely used. 

Besides learning from books, the industri¬ 
ous student will learn from periodicals. The 
newest ideas in any field are in the magazines. 
Using periodicals beyond the limit of assign¬ 
ments imposed by instructors can give you a 
richer background and a knowledge of cur¬ 
rent material. As has been mentioned, periodi¬ 
cal reading in the field of a new course or an 
unfamiliar topic can give you extensive infor¬ 
mation. 

To find pertinent information in magazines, 
you must use periodical guides. The card 
catalog is an index to books; the Reader’s 
Guide to Periodical Literature and similar 
periodical indexes are indexes to contents of 
selected magazines. In the front of each issue 
of an index are lists of the magazines indexed, 
the abbreviations used, and an explanation on 
how to use the index. Entries may be alpha¬ 
betized under author, title, or subject. Libraries 
often have special call slips, and to obtain a 
desired issue of a periodical, it is necessary to 
copy the following from the index—name of 
the author and the title of the article, the 
name of the periodical, the volume number, 
the date, and page number. Large libraries 
usually have a call number for each different 
magazine to be found in the card catalog. The 
Reader’s Guide indexes general periodicals, 
but for special fields the following indexes are 
invaluable. The titles indicate generally spe¬ 
cific areas covered: 

Applied Science and Technology Index 
Art Index 

Book Review Digest 

Business Periodicals Index 

Education Index 

Engineering Index 

Index to Economic Journals 

Monthly Catalog of US Government 

Publications 
New York Times Index 
Public Affairs Information Index 
Social Sciences and Humanities Index 
Technical Book Reviews Index 

The achieving student becomes quickly 


familiar with the indexes that will be useful 
in obtaining articles in his particular fields of 
special interest. Business administration stu¬ 
dents, for example, will find a wealth of 
material on applied science, business finance, 
and technology in the Business Periodicals 
Index. 

In addition, a library has many reference 
books, such as dictionaries, Roget’s Thesaurus 
of English Words and Phrases and Webster’s 
Dictionary of Synonyms. Encyclopedias, as a 
beginning tool in research, save much time; 
in them information on every subject of im¬ 
portance is given in alphabetical order. How¬ 
ever. a paper based on encyclopedia reading 
only is not enough to satisfy a professor’s 
assignment such as a term paper. 

How to Wrlto 

Many college courses consist primarily of 
a sort of correspondence between professor 
and student. In such courses it is imperative 
for you to be able to write. If you can express 
your ideas in writing, the assignment of a 
theme, a book review, or even a term paper 
will present few insurmountable barriers. 

First, be sure that you have something to 
say. Secondly, no matter how small or large 
the assignment may me, always make sure 
that the facts supporting your ideas are cor¬ 
rect. Third, make a rough outline. 

And then—write. 

In this initial setting down, it is getting the 
ideas on paper that is important. If this is 
very difficult to do, you may not have enough 
material on the subject. More reading in 
books or periodicals may be necessary. De¬ 
finite ideas to express, accompanied by inter¬ 
est, make writing easy. 

In reading, the garnering of background 
material is the objective, it is not the “lifting” 
of whole sentences or paragraphs for your 
paper. Ideas are not formed in a vacuum; 
hence the necessity of wide knowledge. With 
patience and practice in writing, you can put 
your ideas across to other persons. 

Writing is a skill that requires consistent 
practice. If you find it difficult to write, do 
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not confine your writing to assignments. Do 
other kinds of writing for practice. Write 
friendly letters. See how well you can get 
across a mood, an event, a day-to-day routine 
to family or friends. Make summaries of radio 
talks or the Sunday sermon. Keep a journal. 

In writing it is not enough to say a fact 
once if you really want to put it across. 
Rather, the point must be made in more than 
one way. Approach it from different angles or 
enlarge your original premise. 

Many students lose credit on written as¬ 
signments through neglect. They fail to read 
what they have written in order to polish and 
correct the finished product. At the college 
level, misspelled words, incomplete sentences, 
grammatical errors often affect one’s grade. 

An important written assignment should be 
done in the rough as soon as possible. After 
the rough outline or plan has been developed, 
let your ideas “simmer.” Keep notes on any 
new ideas and on hints for the rephrasing of 
particular sentences. The day before the 
assignment is due, make the final revision. 

All college assignments should be typed. 

Professors may be traditionally thought of 
as absentminded, but they are quick to pick 
out the theme written at the last minute, per¬ 
haps while the writer was being bored in the 
preceding class. Effective writing of any kind, 
from class assignments to best-seller novels, is 
hard work. If you will work diligently at writ¬ 
ing, aiming for accuracy and clarity, you can 
achieve the desired qualities. 

How to Remember 

Many people dislike the idea of memorizing 
because memory is thought of only as a 
mechanical process of “learning by heart.” 
Thinking and memorizing are usually con¬ 
sidered as alternatives. Actually they are a 
part of the same process and go together. 
Material which has been thought through is 
remembered without much effort. Memory 
is a by-product of study, and the general 
principles of study apply to memorizing. 

Most students want to be able to recall 


studied material for one of the two more com¬ 
mon kinds of examinations: the essay test and 
the objective test. In studying for an essay 
examination, the understanding and organiz¬ 
ing of major ideas are especially important. 
The making of outlines should be a part of 
the study for recall. 

Objective examinations cover the study 
content extensively. Underlining of many fac¬ 
tual items is important so that reviews can 
be made easily and frequently. 

Good students also do studying that is “in¬ 
structor-oriented.” That is, they are alert to 
note the ideas stressed by the instructor, and 
they make extra effort to understand and 
memorize them. 

The main way to improve memory is to 
improve the methods of learning. However, 
the following rules may aid in improving the 
ability to remember: 

1. Get the meaning of the material to be re¬ 
membered. Be sure that you dearly understand 
the material you want to recall. Think of the 
new ideas from every angle and try to apply 
them to practical situations. Do this not only 
when you are reading but also when you are 
at leisure. When you are walking or riding to 
and from your home, do not waste the time in 
idle reverie. Utilize your spare time. Perhaps you 
may think it dangerous to keep active mentally 
so large a part of your time. Have no fear. No 
man ever went insane or had a breakdown from 
mental overwork, but a lot have gone insane or 
broken down from overworry or other inadequate 
mental habits. Most of the talk about break¬ 
downs from mental overwork is rationalization. 
The idle and the ignorant are the ones who suffer 
most from neuroses; not those who are exceeding¬ 
ly busy. 

2. Always study with the intent to remember. 
Herein lies the cause for much forgetfulness. 
Occasionally a teacher repeats certain outlines of 
lectures to his students and asks them to memo¬ 
rize the outlines. Later on he finds that he him¬ 
self cannot repeat the outline because he simply 
dictated the material from his lecture notes. 
Whenever you study, do so with a determination 
to remember the things studied, and you will be 
surprised how easy it is to recall your past men¬ 
tal efforts. 

3. Stop frequently during your studying and 
check up what you have learned. Compel your¬ 
self to recall what you are learning. Spend about 
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40 per cent of your time reciting to yourself. 
If you cannot recall what you have read, turn 
back and read it again. By a little practice along 
this line you will treble your ability to remem¬ 
ber what you have covered. Imagine you are 
teaching the material and see whether you know 
it so well that you can explain it clearly to some¬ 
one else. If you are unable to explain the mean¬ 
ing to someone else, you do not understand or 
know it. Go over it again and study each sen¬ 
tence and paragraph until you are able to tell 
what it does mean. 

4. Use repetition. Don’t expect to recall every¬ 
thing that you study unless you repeat the diffi¬ 
cult parts over and over. In the case of defini¬ 
tions of technical terms, formulas, dates, and 
outlines, where the material has few natural 
clues for recall, don’t hesitate to commit to 
memory verbatim. Of course, parrotlike recita¬ 
tion is wasteful, but don’t consider yourself above 
mechanical repetition of certain material. 

5. In committing to memory it is better to 
read aloud than to read silently and it is better 
to read to someone else than to yourself. Atten¬ 
tion is better sustained in this way. because an 
appeal is made to the ear as well as to the eye 
and some help is gotten from the "feel’’ of the 
words in the throat and mouth. The value of 
reading to another person is that it promotes ac¬ 
curacy of thinking and insures proper emphasis 
of the several ideas. 

6. Attempt to remember only the important 
material. Confine your efforts to the essential 
and relegate the nonessential to references to the 
dictionary, encyclopedia, and textbooks. 

Mark with a red pencil items you have to leam 
verbatim. Then study each item with the intent 
to understand, and the material will practically 
be memorized. The index to a book is a useful 
key to the most important facts, references, and 
key words. If you cannot identify an item listed 
in the index, even though you know you have 
studied it, review it. 

7. Carry the learning of important items be¬ 
yond the point necessary for immediate recall. 
Experiments show that we forget about 60 per 
cent of material barely learned within one day 
after learning. This means that information neces¬ 
sary in your life work must be studied more 
than is sufficient barely to recall it the next day. 

The fading of impressions must be met by over¬ 
learning. Superficial learning of the spelling of 
a word may satisfy the immediate need, but it 
w.11 not satisfy the needs of correct spelling a 
year later. 6 

8 Space your study. Experiments have shown 
that it is better to memorize a certain amount 
of material at intervals than to try to complete 


the job at one sitting. Don't try to do seven 
hours of studying in one evening of each week, 
but study one hour on seven evenings of each 
week. This allows the individual to organize new 
material in relation to past experience. 

9. If necessary, invent some artificial scheme 
for learning and recalling material which lacks 
rational associations. This is seldom necessary, 
but may be helpful in recalling material, such 
as the height of the volcano of Fujiyama, which 
was reported as 12,365 feet. Simply remember 
that we have 12 months and 365 days in the 
year. 

Or you can use acrostics. As one man said: 
"In my public school days we had a speaker give 
us a talk once a month. Of the fifty or more 
talks which I heard I recall the subject of but 
one. In that case the speaker’s subject was ‘Grow’ 
and the method of growth which he suggested 
was 'Go right on working.’ The first letter of 
each word forms the word ‘Grow.’" Acrostics 
can be used to advantage in remembering lists 
of words or names. 

For temporary recall, it may be very helpful 
to try to visualize facts or principles. Try to pic¬ 
ture them in unusual lights, colors, positions, 
and so on. However, it is best to depend upon 
logical connections by understanding the rela¬ 
tionships of the material to be remembered. 

Memorizing Names and Faces 

Remembering the names of people whom 
we meet is not a mysterious gift that is given 
to politicians and denied to others. The politi¬ 
cian finds it necessary to know people’s names 
when he meets them and he consciously 
practices learning them. He seriously wants 
to know their names. Students in laboratory 
courses in psychology have taken part in an 
experiment where they repeated the colors in 
a color-naming test. The colors were only five 
in number and were irregularly arranged in 
one hundred bits, each of the five colors ap¬ 
pearing twenty times. After the colors had 
been named over as often as two hundred 
times by each student, not one student could 
repeat the colors from memory in correct 
sequential order. Their efforts had been con¬ 
centrated upon naming the bits of color as 
seen and not in connecting them in a series 
that could be remembered. Similarly, when 
we meet strangers, our attention is con¬ 
centrated upon the impression that we make 
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on the stranger and not upon knowing his 
name. We are too conscious of ourselves to 
grasp the name of the stranger. Our self- 
consciousness will tend to disappear if we 
determine to know and remember the names 
of those whom we meet. 

Quite frequently, when we meet strangers 
and are formally introduced to them, we do 
not hear the name, or, if we do hear it, we 
get it incorrectly. To insure clarity, we should 
spell the name and ask its owner whether it 
is correctly spelled and pronounced. The 
chairman at businessmen’s luncheon clubs fre¬ 
quently ask each member to stand up and 
state business affiliation. After this ceremony 
is over, few, if any, have learned the names. 
Most of the names are mumbled, and repeated 
too rapidly to make any neural impression. If 
members of clubs wish to become acquainted, 
the leader should ask the secretary to write 
each name on a blackboard or have each 
person write his own name on the board. Each 
of the other members should then write, on 
a piece of paper, the name of each stranger 
and try to connect the name and person in his 
own mind. Before the meeting ends, each 
person should try to recall the name of each 
member and verify his recollection. 

A similar method can be used at bridge 
parties, dances, and banquets. Here the 
formal introduction must be hurried by the 
hosts and a request for enough time to write 
down each name and verify it would break 
into the smoothness of the occasion. However, 
when the guests are seated or participating in 
the activities, then the names of strangers can 
be requested from a near-by associate. Effort 
should be made to meet the strangers and 
learn something about their personalities. 

Some memory-training systems advise the 
student to connect the name of the stranger 
in a grotesque or irrelevant way, as, Mr. Pitts 
might remind us of the fiery pit—Hell. Or, 
Mr. Long may be very short and the contrast 
seems to enable us to associate the name with 
his height. However, such irrational associa¬ 
tions are not nearly so effective as a logical 
connection of facts regarding the personality 
of each stranger. The time and effort ex¬ 


pended in making such incongruous connec¬ 
tions can be spent more profitably in making 
logical connections of correct facts about the 
person. 

The feeling tone in names must also be 
recognized. Persons whom we like, we remem¬ 
ber. The name of the girl at the dance who is 
most attractive to the youth will be remem¬ 
bered for years. He puts forth effort to learn 
her name, telephone number, and other items 
of information. Conversely, we tend to forget 
those whom we dislike or do not care for. If 
a number of older men are asked to state the 
number of times they were engaged to girls 
before they were married, one is likely to find 
that those who were engaged to three or more 
girls cannot recall their names. They cannot 
recall them simply because some unpleasant 
experiences are associated with their memo- 
ries. The true politician likes people, and his 
pleasant feeling toward them assists him in 
recalling their names. 

When the name of the person is to be fixed 
so that it can be recalled, it should be 
repeated during the conversation as often as 
politeness permits. The average individual is 
able to recall about one-third more names 
when he has spoken the name once than when 
he has remained silent. ,J The salesman should 
get into the habit of prefacing many of his 
statements with “Mr. Prospect,” and ending 
some of them with “Do you agree, Mr. Pros¬ 
pect?” After the stranger has left one’s pre¬ 
sence, it is well to think of him—not as “that 
fellow in the blue suit” but by name. And he 
should be thought of in terms of a clear visual 
image. 

Technique! of Creative Thinking 

Many persons who do original thinking 
seem to want the public to believe that they 
do their thinking with the efficiency of firmly 
disciplined methods. Actually, studies of crea¬ 
tive thinkers indicate that they make many 
false starts, waste time in random and ex¬ 
ploratory movements, have desultory periods, 
and waver between unmanageable fantasies 
and systematic attack. 
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Investigations indicate that some creative 
thinkers realize that they are driven by a kind 
of demon or creative urge. A student of 
creative thought, Eliot D. Hutchinson, has 
reported one man’s consuming purpose and 
commented on such drives as follows: 

Eden Phillpotts, the Devonshire novelist and 
dramatist, writes: “For my own part the creative 
urge is a demon that drives, and will doubtless 
continue to drive, while my intellect, such as it 
is, functions normally and does not begin to 
wither with age. As a boy at school there was a 
longing to make things. I was always drawing. 
Then I longed to be an actor and create charac¬ 
ter; then I found these mediums beyond my 
power and turned to writing.’’ 

Perhaps such a drive is instinctive, reaching 
down into the very foundations of the personal¬ 
ity. Perhaps it is conditioned and due to educa¬ 
tion, perhaps to abundant and overflowing energy. 
There are a dozen theories to explain it. In some 
it is not always persistent. It may lie dormant 
for years and then, when aroused by an inex¬ 
plicable circumstance, drive the mind with a 
lashing hand. Whatever its source, we are certain 
that the immediate occasion for creative activity 
is the adjustment to some inner and controlling 
purpose, the resolution of some dissatisfaction 
with the world as it is, the ambition to idealize 
reality.«« 

The several stages in the process of creative 
thinking have been designated by Graham 
Wallas 17 essentially as follows: 

1. Preparation. This stage refers to the 
study of the problem, its essential aspects, 
and the consideration of similar problems and 
their solutions. 

2. Incubation. When the thinker has made 
the first step, preparation, he often takes a 
walk, a drive, or carries on some other activi¬ 
ties wholly unrelated to the main problem. 
During incubation, the unconscious mental 
activities may be applied to the problem while 
the individual is engaged in easy physical 
exercise or routine tasks. However, close at¬ 
tention to some other problem, or intense emo¬ 
tional reactions from thrilling motion pictures, 
seem to be less beneficial than the kind of 
mind wandering which we experience during 
a train ride or in easy reading for one’s enter¬ 
tainment. Time spent in just “sitting still” is 
likely to facilitate incubation far more than 


vigorous continuous search for an answer. 
Idleness and relaxation are often more helpful 
than an attempt to stuff one’s self with “good 
reading.” 

3. Illumination. This refers to the appear¬ 
ance of the “good idea,” coming seemingly 
from nowhere. The thinker usually has an 
intimation of the coming of the sought an¬ 
swer. He is conscious of the “dawning” for 
which he has searched. 

Sometimes the thinker may recognize that 
he has experienced a great discovery but de¬ 
cide to postpone its consideration. Later he 
may find that he cannot revive the great idea 
whose birth he throttled. Failure to record 
the “flash” or to follow through may result in 
tragic inability to do so later. 

Hutchinson investigated the frequency of 
“scientific hunch” as recognized by chemists, 
mathematicians, physicists, biologists, and 
men of similar standing. Answers to a ques¬ 
tionnaire sent out by the Educational Depart¬ 
ment of the American Chemical Society 
yielded the report that 83 per cent of the 232 
directors of research laboratories and “Ameri¬ 
can Men of Science” replied affirmatively to 
the question: “Have you ever received assist¬ 
ance from the scientific revelation or ‘hunch’ 
in the solution of an important problem?” 

4. Verification. When the “good idea” or 
important solution has appeared to the 
thinker, he tests it in the light of known facts 
and reason. Perhaps he also explains it to 
colleagues in the same field of thought. 

Creative thinking for most great thinkers 
has a pattern which may be described as 
drive, problem, conscious effort to solve it, 
passivity, repeated periods of conscious efforts 
and passivity, sudden illumination, and verifi¬ 
cation.* 

Actually, the human mind does not 
“create.” Instead, it computes, searches, 
probes, changes objectives, and experiments 


These stages in creative thinking have been 
studied in the work of artists. See the study by 
i »“ CreaUve Thought in Artists," Journal 
of Psychology, Vol. 4 (1937), pp. 35-73. The process 
ot creative thought in sketching pictures was studied 

? elch Pic,urcs whi,e expressing 
their thoughts aloud, and by having them answer 
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with various procedures until a unique new 
orientation takes place. 

Brainstorming as a problem solving or crea¬ 
tive technique has been given a great deal 
of favorable attention in general readership 
magazines and in certain business concerns. 
Psychologists have made studies of its effec¬ 
tiveness as a technique. Some of the findings 
have been favorable. However, the most care¬ 
fully planned investigations have suggested 
doubts and modifications. In one study, for 
example, problems were presented for brain¬ 
storming to 48 research scientists and 48 
advertising personnel employed with the Min¬ 
nesota Mining and Manufacturing Company. 
Each subject brainstormed certain problems 
individually and other equated problems as 
a member of a four-man team. The results 
indicated that individuals produced more 
ideas than groups and they did so without 
sacrificing quality of ideas. However, the 
superiority of individual thinking over group 
brainstorming was relatively greater when it 
was preceded by group participation. Some of 
the findings reported are: 

The net superiority of individual performance 
over group participation for these two sets of 
industrially employed subjects is highlighted by 
the fact that 23 of the 24 groups produced a 
large number of different ideas under the indi- 
vidual condition. To the extent that we may gen 
cralize these findings to future situations, we can 
sUte that four persons, attacking a problem in¬ 
dividually, and then pooling their efforts will, on 
the average, produce about 30 per cent more 
ideas than if they attempted to solve the problem 
in a group session or meeting. 

Our findings also suggest that group participa¬ 
tion may be useful in "warming up" for indi¬ 
vidual brainstorming sessions. Research person¬ 
nel produced more ideas when individual brain¬ 
storming followed group participation than when 


questions concerning their usual practices. Fifty 
professional artists and 50 unpracticed sketchers 
served as subjects. The reports revealed the four 
stages of creative thought: namely, preparation, 
incubation, illumination, and verification, already 
revealed in other studies of creation. The course of 
thought in artists and nonartists is similar. Non- 
artists draw more objects and more different kinds 
of objects than do artists. 


it preceded it. Advertising men also exhibited 
[!‘ j' V n C ' y . grea, . er superiority in the individual 
^srion WhCn thCy Had bCCn prcccdcd b y a group 

The research team report offered comments 
on a related study by D. W. Taylor, et al 
Yale University, Department of Psychology: 

Taylor et al. suggested, and we concur, on the 
basis of our observations during these experi- 
ments. that a group tends to "fall in a rut" and 
to pursue the same train of thought. The effect 
of this is to limit the diversity of approaches to 
a problem, thereby leading to the production of 
fewer different ideas. It was also apparent that 
the output of many individuals who were highly 
productive when working alone was considerably 
ess in the group situation. In spite of the stimu- 
us ol group brainstorming and our specific dircc- 
ive to avoid all criticism, it was apparent that 
these persons were inhibited simply by the pre¬ 
sence of other group members. The central idea 
underlying brainstorming of placing a moratori¬ 
um on all criticism is a good one. It appears, 
however, that group participation still contains 
certain inhibitory influences which are not easily 
dissipated. The "best bet" for creative thinking 
in attacking problems seems, therefore, to be the 
pooled individual efforts of many people with 
perhaps an initial group session to serve simply 
as a warm up to their efforts.” 


Professional Worker 

Most people find that on certain days they 
get things done more speedily than on others. 
Is the increased speed and productivity mere¬ 
ly psychological or actual? The fact is, each 
person has not only better and worse days, 
but also better and worse hours. While these 
are often psychological, there is also a very 
definite physical basis for our improved 
ability at certain times and lessened drive at 
other times. 

The rise and fall of our working efficiency 
coincides with temperature variations in our 
body. Even when we are perfectly well, our 
temperature varies as much as three degrees 
in a single day. These temperature changes 
reflect our basal metabolism, that complicated 
process by which our body burns oxygen and 
keeps us going. Certain studies indicate that 
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most people fall into one of three types: 

a. The Morning Type: He wakes ready to go 
full blast. Packed with drive, he reaches 
his peak around noon, then cools off grad¬ 
ually. By evening he is pretty well burned 
out. 

b. The Evening Type: He hates to get up 
and goes through the morning listless, le¬ 
thargic, even surly. But soon after noon, 
he begins glowing. By late afternoon he is 
a fireball. His energy lasts into late eve¬ 
ning. 

c. The Half-and-Half: This happy man has 
the virtues of the other two. His personal 
thermostat gets him off to an early start. 
It cools him down at midday and fires him 
up again for the afternoon. 

A person’s cycle is not permanent. It is 
fixed by habit and habits can be changed. 
A few week’s effort may do it. To raise your 
body heat in the morning, take a long, hot 
shower or bath, or up to a half hour of cal¬ 
isthenics. If you can change your tempera¬ 
ture, you can alter the whole cycle. 

The common tendency is to delay mental 
work until the afternoon. This is often a 
mistake. Try yourself on these questions: 

—Are you using your best hours doing secondary 
tasks which you might handle just as easily later? 
—Do you do a lot of desk work or other straight- 
• ening up when this routine could be done later 
or at day’s end so as to start you off with a zip? 
—Do you insist on handling routine correspond¬ 
ence to "get it out of the way’’ and leave your 
mind free for bigger things? Actually, you’d do 

better hitting those bigger things first_” 

—Have you made a conscientious effort to ad¬ 
vance your cycle? Bear in mind that even if 
you’re the evening type, you’ll suffer a loss of 
efficiency later in the day. This is because, in 
most cases, you will already have been at work 
for a certain number of hours—and thus have 
used up a portion of the energy not otherwise 
restored. 19 

For most of us, an attractive surrounding 
increases our efficiency. Eliminating the clut- 
ter on a desk helps to get things done more 
quickly and seems to help straighten out the 
clutter in the mind. 


Utilizing Time Efficiently 

It is obviously impossible to specify how 
much time any office or professional worker 
should spend on each operation in the day’s 
work. However, the places and occasions 
where one’s time is wasted or misused are not 
in the performance of his regular duties but 
in the attention given to the bothersome trivi¬ 
alities adequately described by James Gordon 
Gilkey in his "Secrets of Effective Living”: 

Once I read about a man who was tied down and 
the ants ate him. 

His fingers, his ears, his eyes, everything. 

At last they even devoured his brain, 

Emptying his skull bit by bit. 

I am tied down, too, and little things are eating 
me— 

The friend who calls me on the phone and talks 
and talks, 

The agent who is determined to sell me a new 
mop. 

The children who quarrel and will not do their 
lessons, 

The letters that must be answered before night 
somehow. 

The ice man’s short weight, the butcher’s care¬ 
lessness. 

All these little things are devouring me alive. 

The time-consumers that “eat” us are so¬ 
cial obligations, "being a good fellow,” eating 
too much, and chasing ephemeral ideas that 
appear promising but end in rainbows without 
any pots of gold. 

Our social obligations—receptions, playing 
bridge, golf, driving just for a drive, formal 
dinners, fraternal meetings, conventions, and 
community drives all appear essential to the 
development of a balanced personality and 
vocational advancement. In many cases, wives 
insist upon them. Some of these affairs do 
bring us m touch with people whom we ought 
to know. Some do bring in business later, but 
it is a waste of time in the long run to cul¬ 
tivate people merely for the sake of getting 
business rather than as the result of a natural 
liking for them. All these side lines become 
dangerous when they control us. Selling 
tickets for charity affairs, putting up decora¬ 
tions, buying theater tickets, lending money, 
giving talks before Sunday schools, writing 


immuo tHKMKt IN MENTAL WORK 


214 

letters of introduction, ancf so on, all have 
their place, but they tend to devol/i time and 
effort and end nowhere. It is seldom that peo¬ 
ple trust their fortunes or important prob¬ 
lems to the accommodating man. When we 
are seriously ill we go to the doctor who is 
so busy professionally that he has no time to 
give to little things. We prefer to deposit our 
JTiofley Iff the bank whose president is noted 
for his ability and stability rather than in the 
bank whose president Is a public beast of 
burden. To achieve things worthy of the 
resped 6/ 6uf fellows, we tnust respect the 
obligations 6i 6ft¥ 6 Wrt Work to the extent 
that we fulfill them before we oblige others. 

The ambitious Individual need not confute 
the performance of his own duties with an 
abrupt disregard for the needs and feelings of 
others. To refuse to take time to be accom¬ 
modating to others does not necessitate cold¬ 
ness of manner. The daily acts of the worth¬ 
while life can be invested with cordiality and 
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friendliness. Our social relations should be 
more than mechanically reciprocal. They can 
be made delightfully pleasing. If a person 
lends us a book, we can do more than just 
fhank him. We can prove to him that we read 
and enjoyed it. If we dine in a restaurant on 
a fifty-fifty basis, we should not forget the 
tips. We need not say to a person, "I see you 
do not remember me." but can state our own 
name without reminding him of his failure. 
When we win a big score in a bridge game, 
we need not go into a detailed recital of how 
it was done. When we greet the stenographer 
and the elevator operator, we can make the 
greeting just as friendly as the one we bestow 
upon our best customers. These little daily 
acts do not consume much time, but they 
often bring greater returns in human happi¬ 
ness than years of trifling services or the 
development of a mechanical variety of men¬ 
tal efficiency. 
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PROJECTS 


1. Below is a list of ” do ” study habits. Post a 
similar list over your desk and check each 
night on your study habits: 

a. Prepared the next assignment immediately 
after class. 

b. Reviewed assignment and preceding lec¬ 
ture notes before class. 

c. Checked written assignments. 

d. Added words to my vocabulary. 

e. Took a brief scanning view over before 
reading. 

/. Took part in class discussion. 

g. Discussed a lesson with another student. 

h. Read a book or journal in the library for 
collateral reading. 

2. Do you find it difficult to concentrate? For 
one week study always with an extra sheet 
of paper at hand. Each time that you find 
your attention wanders from your studying, 
list the subject of distraction. 

3. Write a set of rules for remembering people 
whom you meet. 

4. Devise a written form of recording new 
words being added to your vocabulary. Some 
students use a page in their notebooks, others 
use a separate notebook, still others keep 
small card files. 


5. What is a card catalog? What information 
is found on most cards? How are the cards 
arranged? 

6. What indexes does your college library have? 
Explain each item of one magazine entry in 
a periodical index 

7. After reading an assignment, develop ques¬ 
tions that your instructor might use on the 
next quiz. 

8. When an executive requests a subordinate 
to give him a report, the executive usually 
wants it as soon as possible. After the report 
has been submitted, the executive may neg¬ 
lect to read it for several days or weeks. 
What is the cause of this habit on the part 
of the executive? How can the subordinate 
adjust himself to such wishes of his superior? 

9. To what extent does playing the stock mar¬ 
ket decrease the efficiency of businessmen 
who do it? Should the ambitious businessman 
determine not to bother with speculation? 

10. Is a clean desk indicative of personal effi¬ 
ciency? Make a study of this problem by 
preparing a list of the best executives whom 
you know and then observing the tops of 
their desks. 
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CHOOSING A VOCA TION 


Many people think of choosing a vocation 
as wholly a problem in prediction of the person's future vocational abilities, 
successes, or failures. Psychologists, too, are interested in facilitating 

the individual’s choice by means of valid 
prediction devices, but they are even more interested in improving 
his adjustments to the possibilities within himself 
and his environment. The psychologically well-adjusted person is likely to be 

a vocationally happy person. 
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l#ne of the pioneers in the field of voca¬ 
tional guidance became interested in the work 
because he met a boy who worked in a bird 
store during the day and studied architectural 
drawing at night, but had an ambition to 
become a sea captain! We all know of similar 
persons who are confused about their voca¬ 
tional objectives, many others who accept 
their daily grind because they do not know 
what else to do, and a few who are really 
enthusiastic about their work. 

Vocational Decisions Must Be Made 
Continuously 

Studies of college students’ abilities to make 
lasting* vocational choices indicate that per¬ 
manence of choice varies with the kind of pro¬ 
fessional training. Law and medical college 
students are more likely to enter and remain 
in their chosen professions or areas of work 
than business students. 

Some changes in occupations are probably 
beneficial and natural. A physician in the 
private practice of medicine who concerns 
himself with health problems in the com¬ 
munity can make a logical and easy step to 
politics. The university teacher of chemistry 
may pass on to chemical research in a corpo¬ 
ration. Our available evidence indicates that 
such shifting about in occupations does take 
place among the successful members of society. 
For example, a study of the persons listed in 
“Who’s Who in America” indicated that oc¬ 
cupational changes were made after the age 
of 35 by one-third of these successful persons. 1 
Perhaps a great deal of the vocational shifting 
which constantly takes place signifies one way 
in which individuals are making adjustments 
to the psychological problems within them¬ 
selves as well as to the problems of making 
a living. 

Many persons who have had to choose a 
way to make a living thought that the choice 
was determined by chance. But chance Ifere, 
as elsewhere, is simply another name for’the 
influence of a large number of unknown fac¬ 


tors. Chance, in the determination of voca¬ 
tional choice, simply refers to the influences 
of many factors, such as those of adjustment. 
These psychological influences are now being 
unraveled in some cases. However, chance will 
have to continue to play the major role for 
some generations to come, because science 
must make many discoveries before we can 
foretell the future of a youth. We shall 
probably never reach “that day when men’s 
biographies can be written in advance.” How- 
ever, the man who is dissatisfied with his 
vocation, or who is at the threshold of his 
economic life and must choose an occupation, 
can be given some helpful suggestions. 

Several important basic facts should first be 
fixed in the mind of the person who is seeking 
vocational guidance for himself or is trying 
to counsel others who are misfits. One of these 
basic facts is that “the square peg and the 
round hole’ idea is an erroneous simile. This 
expression implies that the human being is 
vocationally fixed and unchangeable in his 
nature. If also implies that the occupation is 
rigid in its requirements. On the contrary, 
human beings are very adaptable. Consider 
the record of man’s progress through the ages 
and note the many adaptations he has had to 
make. Few of us would choose the life of the 
cave man, and yet, if conditions demanded it, 
many men could meet the demands of primi¬ 
tive life in a highly successful manner. Few of 
us would choose the trade of the skilled 
artisan; but, if a sudden industrial upheaval 
demanded it, we could become blacksmiths 
and carpenters just as readily as we become 
salesmen, teachers, and lawyers. Each man 
who goes Into any vocation must adapt him¬ 
self to some extent; and he, in turn, also 
modifies the job to fit himself. 

We are not fitted by nature for one occupa¬ 
tion and one only. It is probable that most 
persons who are now successful in one field 
could also become equally successful in some 
other occupation. No one is perfectly fitted 
for any occupation. The choosing of a voca¬ 
tion means that we must choose the one that 
requires the least amount of adjustment and 
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gives us the greatest amount of personal satis¬ 
faction. Very few individuals are “born” to 
any vocation. A person of high intelligence 
who has had a favorable previous environ¬ 
ment could succeed in at least a dozen fields, 
unless one of those fields required some spe¬ 
cial organic quality, such as the ability to 
hear a wide range of musical notes or to dis¬ 
tinguish sharply between shades of colors. 
However, limitations of the sense organs or 
motor equipment are exceptional in modern 
vocational adjustments. 

So far as we know, the brain does not at 
birth have certain neural patterns for specific 
vocational functions. Nor do such patterns 
develop in the brain except as the adjustments 
bring them about. Of course, we exclude such 
native endowments as exceptional qualities or 
limitations of the sensory apparatus. Insofar 
as neural capacity is involved, a great major¬ 
ity of persons who are in doubt as to the 
vocation to be chosen could pick any one of 
several and succeed equally well in any of the 
several. 

Vocational decisions must be made con¬ 
tinuously. An individual cannot make a single 
decision that will settle his vocational future. 
Rather, he must make a series of decisions, 
not only as to the kind of work he shall do, 
but also as to the kind of training he shall 
acquire, the place of training, the job he shall 
seek, and the manner in which he shall ad¬ 
vance in his chosen field. As he develops 
ability in a given occupation, he must choose 
the phase in which he shall specialize. And, 
later in life, he must decide upon the kind of 
activities that will give him the greatest 
amount of self-expression. Occasionally he 
must decide upon the factor that shall be 
construed as success or failure for him; 
whether his objective shall be happy associa¬ 
tions with his children, opportunities to influ¬ 
ence the lives of others, fame, or wealth. The 
selection of this objective cannot be made at 
the beginning of life but must be decided as 
time brings about new situations and condi¬ 
tions. Not only does the individual change, 
but society, business, and occupations change.' 


The occupations which are important in one 
decade may be of little consequence in the 
next decade. The progress in aviation and 
the automobile industry could not be foreseen 
forty years ago. 

No one is born for a particular occupation. 
Nor should we think that, if an individual 
fails to find his one niche in life, he will be 
doomed to a life of failure or mediocrity. No 
one should be continually looking for a 
“niche." If he is, it is quite probable that he 
never will find it, because each man must 
make his own. 

Nor should we seek to follow the vocational 
pathways that some other successful indi¬ 
vidual traveled. Much as we admire Lincoln, 
none of us can be just like him or do what he 
did. We can hope only to make a place in life 
for ourselves which we can fill as well, pro¬ 
portionately, as he filled his. The man who 
hears of how some relative, classmate, neigh¬ 
bor, or friend has become wealthy or happy 
and then attempts to follow in the same foot¬ 
steps is apt to find that his feet do not fit 
those footprints. We cannot take the per¬ 
sonality and conditions of some other indi¬ 
vidual and superimpose them upon ourselves. 
Each man must establish his own career for 
himself and in his own way rather than by 
imitating a predecessor. He cannot even 
imitate, as a rule, his own father, unless the 
successful father gives the son so great a head 
start that it is difficult for the youth to fail. 
This rule also implies that the boy who goes 
to “dad’s alma mater” just because his father 
happened to go there should realize that times 
have changed, and that his needs may not be 
the same as those of his father when he was 
young. 

The Vocational Advice of 
Parents and Friends 

The vocational advice of relatives and 
friends is likely to be defective in many 
respects. 

Parents who attempt to influence the choice 
of vocation for their children often do so as a 
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compensation for their own deficiencies. The 
parent may say it is for the child’s good. 
Actually, it may be a form of display for the 
parent. When parents find that they can no 
longer hope to become famous or to achieve 
their adolescent dreams, they project their 
hopes for glory into the brightest or favorite 
child of the family and compel the child to 
enter the profession which, in their opinion, 
offers the desired prestige or wealth. When a 
boy fails in college and the personnel adviser 
suggests to the parent that his son should 
become a mechanic or a businessman rather 
than a surgeon, the parent is likely to answer 
disgustedly: “Why, that’s no profession at 
all. I want my son to amount to something.” 
Such an answer indicates that the parent is 
the one who really wants to amount to some¬ 
thing. 

The vocational guidance given by many 
teachers, employment managers, preachers, 
and lecturers is in the same class as the home 
remedy of the friend who never studied medi¬ 
cine or the human body. The physician, with 
all his years of training and experience, makes 
many errors in diagnosing our bodily ills, but 
the untrained friend who tries to do so makes 
many more. 

If a person is in need of vocational guidance 
and asks some of his friends for suggestions, 
he may be surprised to find that each per¬ 
son’s advice differs from that of all the others. 
Many friends can give only general and trivial 
suggestions which have but slight value. 

Vocational guidance in the sense of showing 
a person what he should do is very difficult. It 
is very difficult even for the trained voca¬ 
tional psychologists. Most modern vocational 
psychologists do not try to study a youth in 
order to tell him what he should do but to 
help him improve his adjustments to life by 
means of a vocation. Perhaps the psychologist 
also points out what the youth is likely to do. 

A boy may have certain adjustment tend¬ 
encies which can be pointed out to him and 
suggestions may be given him for the utiliza¬ 
tion of his established tendencies. However, 
the boy’s choice cannot be controlled. The 


individual himstlf must make his own adjust- 
menu and his own choice. Guidance cannot 
play the part of a benevolent parent who 
adjusts conditions for the child; guidance can 
only prepare the youth to meet his own 
difficulties. 

The logical question arises: When the psy¬ 
chologist analyzes a person for the purpose of 
vocational guidance, how does his analysis 
differ from that of the acquaintances who 
know the individual? Chiefly, in two ways. 
First, the experienced psychologist who has 
had some clinical training knows much about 
adjustment patterns of individuals. He can 
recognize tendencies which can be utilized in 
a vocation in order to bring about better 
adjustment and more satisfying fruits from 
the advisee's efforts. He recognizes the ad¬ 
visee’s needs, particularly those that involve 
his vocational aspirations. His needs for 
achievement may lead him to seek realistic or 
feasible goals. On the other hand, if the 
motivating need is a strong desire to avoid 
failure, he is more likely to have unrealistic 
goals . 2 

Second, the modern vocational psychologist 
supplements his clinical and other subjective 
estimates with objective tests. The tests which 
he uses have been standardized on thousands 
of individuals and are fairly accurate; so, if 
two psychologists test the same person, their 
findings tend to be the same. The psychologist 
also tries to find the specific channels through 
which the intelligence expresses itself, as in 
mathematics, music, mechanics, social con¬ 
tacts, and so forth. 

An example of the value of the testing 
services of the psychologist may be shown 
in the case of a boy in a western New York 
high school who was sent to the commercial 
teacher by the principal. The principal told 
the teacher that the boy was of low intelli¬ 
gence and could not do good school work. The 
quality of the boy’s work in all his courses 
was of such a low grade that the teachers had 
given up all hopes of teaching him. Because 
the other teachers were tired of the boy, he 
was sent to the new commercial teacher of 
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the school. This teacher also found that the 
boy’s reputation for poor work was correct so 
far as commercial subjects were concerned. 
He was the poorest student that this teacher 
had met in that school. 

Fortunately, the commercial teacher had 
had courses in mental testing, and he gave the 
boy several intelligence tests just to find out 
whether his intelligence was as low as it ap¬ 
peared to be. To the teacher’s surprise, the 
boy scored slightly above normal in all the 
tests. The teacher then gained the boy’s con¬ 
fidence and found that he had a serious in¬ 
feriority complex. One of his teachers whom 
he had had four years previously had con¬ 
vinced him that he was a “dub and a dumb¬ 
bell.” After that he made no effort to do good 
work, but rather tried to live down to the 
kind of reputation he was given. The com¬ 
mercial teacher changed the boy’s attitude 
and he then did good work in all his courses, 
because all his teachers knew that he could 
do good work and required him to do it. 

In this example we see that the counselor 
used tests as an aid in his diagnosis of the 
boy, but he supplemented the test results with 
his own subjective insight into the boy’s 
adjustment habits and helped the boy read¬ 
just himself to his barriers. Tests often re¬ 
ferred to as “aptitude tests,” can provide data 
for constructive thinking by the counselor 
and the advisee but they cannot predict the 
degree of success within an occupation.* Tests 
do not make vocational decisions for the 
advisee. They, at best, are an aid in helping 
the person tested bring about changes in his 
value system. 


Some of the current methods or aids 
whereby the individual can predict or tries to 
predict his own behavior for vocational ad¬ 
justment have been mentioned, but we shall 
list the more common ones: 

1 . Pseudo-scientific schemes such as phrenolo¬ 
gy, character analysis, astrology, etc. These have 
no value and need not be discussed further. 


2. Choose a problem to the solution of which 
you can devote your life. 

3. Analyze yourself according to some sys¬ 
tematic plan and make a decision. 

4. Have yourself tested with the few valid 
psychological tests now available. 

5. By means of a systematic analysis of your 
adjustments, recognize the conscious and uncon¬ 
scious drives in your own personality. 

6. Allow yourself to be made a case study by 
a vocational psychologist. 

One of the best ways for the intelligent per¬ 
son to choose a vocation is to select a problem 
that needs solution. The modern scientific 
student often does this and develops his inter¬ 
est in a problem into a new vocation. For 
example, a girl who was a student in a college 
of home economics found that the lowly 
mushroom had never been studied carefully. 
She then decided to make a study of mush¬ 
rooms, and, when she was graduated, she was 
offered an excellent position where she utilized 
her interest in mushrooms. Inventors often 
use this method. So does the man who sees a 
need for some particular kind of business in 
his community and then starts a business to 
answer that need. Thousands of problems in 
all the professions and businesses are awaiting 
solution. The man who determines to devote 
his efforts to answers to economic and social 
difficulties usually finds that he has found 
his vocation. A few of many such problems 
are listed as suggestions and not as a com¬ 
plete list: 

1. Develop, through propagation, certain pro¬ 
lific weed plants into valuable food plants. 

2. Work out and install better systems of 
training and promotion for employees of large 
concerns. 

3. Much of the money now spent for advertis¬ 
ing is wasted. Someone should develop better 
techniques to predict the effectiveness of adver¬ 
tising. so that more money spent for advertising 
will be productive. 

4. Find out how to make public school work 
more interesting, more cultural, and more related 
to life. 

5. Develop better methods of settling difficul¬ 
ties between employers and workers. 

6. Work out methods for improving the per¬ 
sonal efficiency of certain classes or kinds of 
persons. 
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7 Teach and help people of this country to 
understand and appreciate art—the beautiful 
things of life as well as the practical. 

8. Discover the bases of personality and help 
others to improve their personalities. 

9. At present much of our educational system 
,s adapted to the average child. Some cities pay 
special attention to the backward or poor student 
Evolve a system that develops the exceptionally 
bright student to his utmost. Much of this latent 
ability is now being wasted. 

10. Religion is in a different environment from 
what it has been heretofore. Some think that we 
must put religion on a basis that will appeal to 
the people of this age. 

11. Help prevent or decrease crimes and learn 
how to re-educate criminals. 

12. Solve the parking problem in cities. 

13. Invent sidewalks which are less trying to 
our feet. 

14. Improve the lighting of rooms. 

15. Invent better children’s games, especially 
games to be played by small children while riding 
in an automobile. 

We Americans have hundreds of unsolved 
problems, and the solutions of certain prob¬ 
lems would give employment to thousands of 
workers. To the well-adjusted, intelligent 
worker, the pull of the future (toward the 
solution of a problem) should be more stimu¬ 
lating than the push from the past (his own 
adjustment tendencies). Unfortunately, how¬ 
ever, most young people allow their own 
adjustment tendencies and the conventional 
occupational openings to determine the direc¬ 
tions of their vocational efforts. Very few men 
devote themselves to the solution of some 
problem unless they first have had some pro¬ 
found emotional experience that pushes them 
in the direction of such devotion. For ex¬ 
ample, all of us recognize the need for greater 
safety in driving automobiles, but few among 
us will vigorously pursue safer driving as a 
life work unless we have had an intense emo¬ 
tional experience with bad driving, such as 
the death of a loved one in an unnecessary 
accident. Sometimes the vocational psycholo¬ 
gist can recognize such adjustment tendencies, 
resulting from severe emotional problems, 
which can be utilized in solving a problem and 
giving the individual a well-motivated and 
satisfying career. 


Self.analyglt 

Many of the first attempts at vocational 
guidance required the youth to answer a long 
senes of questions regarding his vocational 
interests. He was asked not only to state 
whether he liked, disliked, or felt a neutral 
•merest in listed occupations, but also to 
estimate himself in general traits as: 

Are you aggressive? 

Are you industrious? 

Do you have a pleasing personality? 

Are you neat in habits? 

Are you conceited? 

Do you cooperate with others? 

Do you look ahead? 

Hollingworth and others have made studies 
of the reliability and accuracy of self-esti¬ 
mates of general traits. He conducted experi¬ 
ments wherein the individuals in a group 
rated the other members of the group and 
themselves in nine different traits. The results 
indicated that people cannot rate themselves 
with any great degree of accuracy. The 
natural expectation would be that we tend to 
overestimate ourselves in desirable traits and 
underestimate ourselves in undesirable traits. 
The following data from his study of esti¬ 
mates of fifty people 4 show the presence of a 
factor of constant bias in self-estimation (See 
Table 11.1). 


TABU 11.1 

SHOWING CONSTANT TENDENCIES OR 
BIAS IN SELF-ESTIMATION 



Per Cent 

Per Cent 


Over¬ 

Under¬ 


estimating 

estimating 

Trait 

Themselves 

Themselves 

Refinement . 


20 

Humor . 

. 78 

22 

Intelligence . 

. 68 

32 

Sociability . 

. 68 

32 

Neatness . 


SO 

Beauty . 

. SO 

SO 

Conceit . 

. 48 

S2 

Snobbishness . 

. 36 

64 

Vulgarity . 

. 34 

66 

Hollingworth also found that the 

more ad- 

mirable the trait 

the closer the 

relation 
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between possession of the trait and the ability 
to judge it in others. His subjects who had 
reprehensible traits could not rate themselves 
very accurately in those traits. Of course, we 
must bear in mind that people cannot rate 
others accurately in generalized traits, and 
Hollingworth’s experiment assumed that the 
group estimates of the raters were correct. 
The consensus of the acquaintances who did 
the rating was accepted as the true impression 
that an individual made on others. It is quite 
probable that, if objective measures had been 
available of Hollingworth’s subjects in the 
nine traits he studied, they would not have 
agreed with the average ratings of the ac¬ 
quaintances. 

The Allports’ experiment confirmed the 
principle that self-estimates in general traits 
are not accurate.* Different people were asked 
to estimate their own intelligence by the 
rating scale method, and they were also given 
intelligence tests. Then their self-estimates 
and their scores in the tests were compared. 
Those who were high in intelligence tended 
to underestimate themselves and those who 
were low in intelligence tended to overesti¬ 
mate themselves. The correlation between 
self-estimates of ability and scores in the Otis 
Group Intelligence Test was -.67. Self¬ 
estimates are not reliable, unless they can be 
proved to be of sound predictive value. To 
prove their value requires careful statistical 
treatment, which has not yet been given for 
most traits that are considered in vocational 
self-analyses. 

Even though many self-estimates are not 
reliable, they may have some value in causing 
the individual to grade and recognize his own 
inclinations, tendencies, and characteristics in 
relation to an occupational choice. In some 
cases, it may be well for the individual to 
decide upon his personal likes and dislikes 
and to try to avoid those occupations that 
require traits that are definitely unpleasant or 
to seek occupations that require traits that 
are pleasant to him. For example, some per¬ 
sons dislike to handle other people physically, 
which is necessary in the work of the osteo¬ 


path, the chiropodist, the barber, the nurse, 
and the hairdresser. 

When the individual’s self-analysis is made 
by means of a statistically treated list of 
occupational and other activities to which 
the individual reacts in terms of liking for 
(L), indifference toward (I), or dislike for 
(D), the method of self-analysis is called an 
interest test. 

VocotionQl Interest Tests 

The most widely used interest test is that 
of Edward K. Strong, Jr. There are two forms 
of this test, one for men and one for women. 
Each form of the test is an eight-page leaflet 
listing some 400 items covering occupations, 
school subjects, amusements, activities, pecu¬ 
liarities of people, and self-estimates of per¬ 
sonal abilities and characteristics. The average 
time needed by most persons to fill in the test 
is forty minutes, though no time limit is set. 

Norms have been developed for some forty- 
seven occupations and vocational groupings 
for men and twenty-five for women. Most of 
the occupations listed are on a professional 
level. This makes the administration of the 
test to a person of low intelligence or one with 
no prospect of professional training largely a 
waste of time. The test is best used with indi¬ 
viduals of college age and above, though it 
may be used to advantage with selected high 
school groups. 

The interest test is not a measure of apti¬ 
tude or ability, and so is used, not to replace 
aptitude or ability tests, but to supplement 
them. Results of the test do, however, sug¬ 
gest that the person whose pattern of interest 
is similar to that of the men or women in the 
criterion group has greater chances for satis¬ 
faction and success in that occupation than in 
one where his interests differ widely from 
those of successful persons in that field. 

Scores on the Strong test may be trans¬ 
lated as standard scores, percentile ranks, or 
letter ratings. The ratings A, B, and C are 
more easily understood. An A rating means 
that the testee has the interests characteristic 



224 


CHOOSING A VOCATION 


of persons successfully engaged in the occupa¬ 
tion specified; B has a similar implication, 
but there is less certainty; and C means that 
the testee does not have such interests. Any 
occupation in which the rating is an A or 
B+ may be suggested to the testee for seri¬ 
ous consideration. An occupation in which 
the interest rating is C should be chosen only 
after careful consideration of other factors, 
such as strong drives. 

Numerous studies have been made of the 
permanence and predictive value of measured 
vocational interest and expressed vocational 
choice. 

Strong made a follow-up study of seniors 
at Stanford University first tested in 1927 and 
freshmen first tested in 1930. He found that 
individuals who had “interests most similar 
to engineer, lawyer, or minister on the first 
occasion were the ones who had scores most 
similar to those same criterion groups on the 
retest—twenty-two years later. People ex¬ 
pressed approximately the same order of work 
preference, according to occupational interest 
scores, for as long as twenty-two years.” 

At least two factors that affect permanence 
of the interest score are the time interval 
between the test and the retest and the age at 
the time the test was taken. Obviously, the 
older a man is when he is tested, the more 
permanent his preference is likely to be. 
Thus, the college seniors who ranged in age 
from 22 to 32 retained the same interests to 
a greater extent than did the freshmen who 
were between the ages of 19 and 28 when 
tested. Although permanence is less for 
younger men than old, it is still remarkably 
high among the former. 6 

Strong also made a follow-up study of men 
who had expressed some interest in engineer¬ 
ing in 1930 and found that those with the 
highest scores were employed in engineering 
or closely allied fields nineteen years later. 
Men who had originally had little interest in 
engineering were usually working in offices, 
sales, or law. From these observations there 
would seem to be a high positive correlation 


between measured interest in engineering and 
the occupations in which these people were 
working almost two decades later. 7 

In a study of another interest test it was 
found that low scores in a particular area of 
vocational interest do not justify the assump¬ 
tion that the individual cannot derive satisfac¬ 
tion from work in that area. Nor does a high 
point in an interest test profile always indi¬ 
cate the most appropriate field for speciali¬ 
zation. 8 

Interest tests are a helpful device in con¬ 
firming stated interests as well as in calling 
attention to occupational interests which the 
individual may have overlooked. The voca¬ 
tional psychologist is also concerned about 
certain aspects of interests other than the 
score on a test, especially about "absorbing 
interests” or intensive drives which may have 
developed in the adjustment history of the 
individual. 

Interest tests have certain other recognized 
limitations. The Strong Vocational Interest 
Blank should not be expected to predict the 
specialty within an occupation. The use of 
the SVIB, for example, with 783 seniors in 
IS medical schools in 1950 did not indicate 
their 1960 specialties or type of practice. 9 

The SVIB can be faked as shown by 
several studies. If engineering students are 
directed to do so, they can make scores similar 
to those of social service workers. Applicants 
who apply for a job are more likely to make 
scores favorable to the type of job applied for 
than non-applicants such as employees who 
are in the occupation. 10 

However, careful use of the SVIB is justi¬ 
fied with high school seniors. Three groups of 
university graduates were compared, grad¬ 
uates from medicine, law, and accounting, on 
the basis of SVIB scores obtained in Grade 
12. The scores of the three groups were 
significantly different from one another, and 
pattern analysis of each student’s interest 
profile revealed that the three groups had 
different profile patternings as well as differ¬ 
ent scores on the individual scales. 11 



Other Tests for Vocational Guidance 

Many people who seek vocational guidance 
think that the psychologist can test the capa¬ 
cities of anyone so that the person tested 
will know just exactly what vocation he can 
and should follow. The psychologists also at 
one time thought that they might be able to 
develop predictive testing to that stage, but 
the recent researches indicate that they were 
too optimistic. Professor Seashore and his 
colleagues have spent some fifty years in the 
analysis of musical talent. They have de¬ 
veloped some tests with high predictive values, 
but the analysis of that one talent is not com¬ 
plete. If fifty years of research in one field 
have not produced wholly satisfactory results, 
we should not expect too much from the use 
of other tests which have had far less atten¬ 
tion than the musical aptitude tests. Certain 
schools of music now use musical aptitude 
tests and find them very helpful, but psy¬ 
chologists have probably made more progress 
in musical testing than in any other aptitude. 
As stated in the previous discussion of tests, 
they do have some value, but they furnish a 
statistical prediction on the basis of what a 
group or number of individuals will do rather 
than what any single person can or will do. 

In vocational guidance we want to know what 
a group can do, but we wish particularly to 
know what a specific individual can do. 

Another difficulty in vocational guidance, 
based upon tests only, is the fact that a per¬ 
son who tests high in a given trait that could 
be capitalized vocationally may not care for 
that vocation. Thousands of people are capa¬ 
ble of becoming good undertakers, but most 
of them would object to it as a vocation be¬ 
cause of emotional inhibitions. Similarly, psy¬ 
chologists might make more statistical studies 
of the kinds of men and women that can 
marry each other with the greatest chances of 
a happy marriage, but such tests would have 
little value in decreasing matrimonial failures. 
The persons whom scientific analyses would 
indicate as ideal mates might not care for 
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each other at all and would refuse to go 
through with the ceremony. Scientific mar¬ 
riages would not be nearly so inviting to the 
masses of people as the old-fashioned method 
of romance and chance. Two individuals must 
be "drawn” to each other emotionally. The 
individual must also be attracted to his voca¬ 
tion emotionally. 

This statement of some of the limitations 
of tests should not be construed as making 
them valueless. It is important to use tests as 
one factor to be considered when dealing with 
vocational problems. Tests are particularly 
useful in pointing out certain vocations in 
which the individual would have small chance 
of success. Certainly anyone who considers 
choosing music as a career should first have 
himself tested by someone who can administer 
the Seashore test or adaptations of it. 

Other tests, helpful in certain problems of 
vocational analysis, can often be recom¬ 
mended by competent vocational psycholo¬ 
gists and counselors. 1: He often finds general 
intelligence tests helpful. General intelligence 
has been defined in various ways, but chiefly 
as the ability to adjust oneself to the prob¬ 
lems of one’s environment, as the average of 
various abilities, as the ability to learn, and 
as the ability to do school work. Most studies 
indicate a definite relationship between gen¬ 
eral intelligence or mental ability and other 
desirable traits of vocational significance. 

In cases of extremely high or low intelli¬ 
gence, we are safe in making certain predic¬ 
tions. A person with an intelligence quotient 
of less than 100 could not do good work in 
most colleges. Lack of intelligence can be 
compensated for, to some extent, by an excep¬ 
tionally great amount of effort, but even 
superior effort would not enable a student of 
low intelligence to succeed in college. The 
high school student who plans to enter col¬ 
lege should try to select a college and a course 
that are in harmony with his intelligence level 
and high school marks. 

The vocational psychologist often supple¬ 
ments intelligence, interest, and special ability 
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tests with personality inventories, social knowl¬ 
edge tests, and others. These are useful in 
making diagnoses regarding introversion, 
social adjustment, and similar personality 
characteristics of importance to the trained 
psychologist. He wants to know the pattern 
of temperament, intelligence, aptitude, inter¬ 
est, and other tests. Knowledge of such pat¬ 
terns may enable the counselor to suggest 
a suitable type of work within a vocation 
after the general vocational field has been 
chosen. 

It was formerly thought that a person must 
have a certain set of personality traits and abili¬ 
ties to fit a particular occupation. Recent in¬ 
vestigations have revealed that men with widely 
different characteristics may be equally success¬ 
ful in the same position. A man seems to be 
successful if he can supply the one thing that is 
particularly needed in a situation, with ordinary 
fitness for other requirements of the job. For 
example, a man may be a desirable member of 
an architectural firm if he is an expert drafts¬ 
man, without any social ablity or power of ver¬ 
bal expression. Another man may be equally 
desirable as a member of the same firm who has 
little ability as a draftsman but who knows how 
to meet people and explain building plans. A 
third member may specialize in drawing or 
esthetic appreciation. Legal firms have the same 
variety of talents. There is a great difference be¬ 
tween a successful surgeon, a laboratory diagnos¬ 
tician, and a family doctor. 11 

We should recognize that vocational objec¬ 
tives and choices of college can be revised. 
Educational and vocational growth are inter¬ 
twined. Civilizations and personalities are 
dynamic. Interests mature. The satisfactions 
derived from exercise of intelligence and 
aptitudes vary with the individual’s adjust¬ 
ments to new barriers in his development. 
This means that a study of adjustments, 
drives, and preferences should supplement 
any tests administered. 

Adjustment Analysis for 
Choosing a Vocation 

The choice of a vocation, like the choice 
of a mate, often expresses the adjustment 


of the individual. For example, the son of 
many a very able and successful business 
executive does not care to become a business¬ 
man. He may want to become a scientist, 
even though he knows that his father hopes 
he will some day take over the business. 
When we also learn, as happens in some 
cases, that the boy has felt for years that 
he did not meet his father’s expectations 
of him as a son, we can expect the boy to 
prefer a career in some line of work other 
than his father’s. To such a son, the father’s 
business may be associated with feelings of 
inadequacy. This appears to be most likely 
if the father has a dominating personality, 
is the kind of father who has often said to 
the child: "I don’t understand why you can’t 
do thus and so? Why when I was your age, 
I did that and more." 

Such a boy in his adjustment development 
naturally turns to some activity which is not 
associated with the father’s personality. Some¬ 
times it is in the direction of political 
radicalism, because that kind of "convic¬ 
tion" on the part of the boy is one way in 
which the businessman-father can be 
"punished.” 

Of course adjustments such as these are 
made unconsciously. The boy, when asked 
to explain his own psychological develop¬ 
ment, cannot do so. The clinician can. Un¬ 
fortunately, very few clinically trained per¬ 
sons are doing vocational counseling, and 
those who are realize that truly reliable in¬ 
sights into a person’s motivations can be 
made only after considerable study of the 
individual. 

Projective techniques such as the Ror¬ 
schach ink-blot tests have been found espe¬ 
cially helpful in making such studies, 14 but 
these require much clinical training for their 
interpretation and further validation of their 
results. 

Stanley J. Segal reported findings from a 
study that was made to apply psychoanalytic 
theory to the vocational choices of account¬ 
ing and creative writing students. A battery 



CHOOSING A VOCATION 


of projective tests was administered. The 
findings were: 

1. Accounting students and writing students 
did not differ in general adjustment level. 

2. It is doubtful that accounting students show 
greater acceptance of social norms than writing 
students. 

3. Accounting students show greater attempts 
at emotional control, whereas writing students 
show greater awareness of feelings. 

4. There were no differences in the use of com¬ 
pulsive defenses. 

5. Writing students showed greater evidence 
of expressions of hostility. 

6. Writing students showed greater tolerance 
for ambiguity and greater ability to deal with 
complex emotional situations. 

7. There were greater signs of a more rigid 
fearful identification in accounting students and 
greater evidence of seeking for completion of 
multiple identifications in writing students. 

The findings validate the idea that personality 
theory can lead to a more complete understand¬ 
ing of the role of personality factors as deter¬ 
minants of vocational choice. 15 

Most competent vocational counselors are 
aware of the influence upon vocational choices 
of the advisee’s adjustments, such as his 
barriers, predisposing influences, substitute 
acts, frustrations, passive and aggressive 
hostilities, and so on. But they do not tell 
the advisee all that they know or think they 
know. The advisee must always retain the 
human right of living his own life in his 
own way. 

Some clinical psychologists believe that 
vocational counselors are simply meddlers 
and that the individual should be allowed to 
follow the directions of the “unconscious.” 
They believe that all actions are determined 
by unconscious motives that follow definite 
patterns formed in the individual during 
childhood. 16 

The writer has attempted to assist several 
hundred persons in choosing a vocation. Some 
of these were studehts who were asked to 
have a vocational conference, but others, who 
heard of these conferences, requested guid¬ 
ance. Those who requested assistance in 
choosing a Vocation certainly included an 
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appreciable percentage of slightly psycho¬ 
neurotic and inadequate-adjustment cases. 

An estimate, based upon experience in this 
field, suggests that at least one third of the 
adults who voluntarily seek vocational guid¬ 
ance are really seeking an adjustment to life 
in general rather than a vocation only. This 
estimate is probably too low. 

Adjustment analysis is of assistance to 
many persons who are vocationally unsatis¬ 
fied because it may indicate the manner in 
which the person with a feeling of inferiority 
might attempt to compensate for his sense 
of inadequacy. It is probably partially true 
that Napoleon became the conqueror of a 
large part of the civilized world through his 
adjustment to the taunts of his playmates in 
his childhood. Some of our poets achieved 
their eminence because of physical defects. 
In fact, Adler cited many cases of compensa¬ 
tion brought about by some organic inferi¬ 
ority and concluded that some psychic re¬ 
action makes up for the deficiency of the 
physical organism. 17 This theory hardly ex¬ 
plains every successful person. Many of us 
develop our feelings of inferiority as the result 
of comparing ourselves with others. A person 
who has average artistic ability when com¬ 
pared with other artists of the world may 
have a definite sense of inferiority because 
he knows that there are others considerably 
better than he. A person need not have any 
actual physical or mental inferiority in order 
to feel inferior. 

Many a child, for example, who has a very 
studious brother or sister may believe that 
he is of low intelligence. Tests and adjust¬ 
ment analysis may show, however, that he 
has quite adequate intellectual capacity but 
he adjusted to his sibling rival by assuming 
that he was inferior. 

Consider also the differences in personality 
needs on the part of the adults who, in child¬ 
hood, were overdisciplined, were orphans and 
felt rejected, or were overprotected. Such 
feelings of inadequacy are almost certain to 
influence the individual’s later choice of 



CHOOSING A VOCATION 


228 

work and work environment. The inner needs 
of the individual interact with the potential 
satisfactions in the job. We can understand 
these people when we recall the typical adjust¬ 
ments discussed in Chapters 2-7. 

The person who seeks a vocation that fits 
his personality should ask himself: What 
difficult or unpleasant experiences have I 
had for which I need satisfaction in my 
work? If he cannot answer the question 
himself, he might consult a vocational psy¬ 
chologist. Each year it is found that several 
college students who are barely able to do 
college work and just manage to graduate 
wish to take additional postgraduate work in 
another college which has a reputation for 
requiring unusually hard work. This desired 
prestige of having done graduate work in a 
famous institution is merely an attempt to 
compensate for the feeling of inferiority 
engendered by their inability to do college 
work of ordinary grade. In most cases it has 
been difficult to convince these poor students 
that they wish to do graduate work not 
because it is essential to their careers but 
because the contrast between themselves and 
other college students causes them to think 
that they are inferior. Actually they are fine 
young men who have developed an abnormal 
attitude toward the importance of college 
degrees and the college aura. 

Adjustment by projection explains many 
of the dissatisfactions with occupational life. 
A bank clerk, for example, who is not espe¬ 
cially ambitious or intelligent and who knows 
it, may suddenly develop a dislike for bank¬ 
ing. Further analysis may show that his 
home relationships have become strained and 
that he would like to get married and set up 
a home of his own. His dissatisfaction has 
not been caused by the uninteresting nature 
of bank work, but he has blamed his work 
for the fact that he does not have the courage 
to set up a new home on the available income. 

Sometimes a person highly trained and 
successful in a given line of work suddenly 
tires of the vocation for which he has a high 


interest rating as measured by an interest 
test. His income and social prestige may 
also be excellent, but he refuses to continue 
m the work. In such cases, only an analysis 
of adjustment problems will reveal the true 
cause of his desire for a change. 

Many a person has left a vocation and 
spent years in training himself for a new 
vocation because he thought that competition 
was far too keen, whereas he might have 
attained greater success by training himself 
more thoroughly in his original work. A typ¬ 
ical example is a certain man who was a fairly 
successful printer. He blamed competition 
for his limited income, and decided to study 
dentistry. After six years of study and several 
years in developing his practice, he has 
become another average dentist. In the mean¬ 
time, one or two printers in his city have 
become well-to-do. If he had devoted the 
same effort and capital to printing that he 
applied to learning dentistry, he might have 
become far more successful as a printer than 
he is as a dentist. 

Whenever someone wishes to leave an oc¬ 
cupation in which he is fairly well estab¬ 
lished, the counselor should look for the 
difficulty that the occupation symbolizes or 
represents to the person. The real reason for 
his eagerness to leave one job for another 
may be his irascible stepmother, a brighter 
sister, an unresponsive executive, a fiancee 
who loves someone else. 

In some cases a sudden interest in politics 
may be a protest against some injustice. A 
determination to travel may be an attempt 
to adjust to restraint or convention. A keen 
interest in the study of an obscure subject 
such as paleontology or Egyptology may be 
an attempt to prove to others that the indi¬ 
vidual is as bright as those whom he con¬ 
siders to be his rivals. By contrast with the 
knowledge of such unusual subjects on the 
part of most people, his meager fund of 
information gives him the intellectual recogni¬ 
tion he unconsciously seeks. 

The vocational psychologist frequently 
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finds freakish interest on the part of persons 
who are dealing with a barrier, such as the 
crude man who wants to be an artist, the 
immoral person who wants to be a preacher, 
the homely girl who wants to be a beautician, 
and the failure who writes success books. 
Such attempts to gain adjustment through 
the vocation are not necessarily wrong. Many 
of the world’s finest contributions have grown 
out of such troubled personality strivings. 
For example, Charlotte Bronte wrote some 
very successful novels, the result of an over¬ 
flow of emotions engendered by her father’s 
unfortunate influences. The father was a 
hypochondriac, a dyspeptic, and an ascetic. 
He did not believe in marriage and was 
particularly opposed to Charlotte’s marrying. 
He was fond and jealous of her. He was 
unable to get along with his associates and 
so became a tyrant in his home. He tried to 
please her and showered her with attention, 
but he was moody and critical as well. She 
could not develop in a normal manner and 
was forced inward emotionally. She took 
refuge in books and fantasies. Her tragic 
childhood was stamped deeply upon her per¬ 
sonality, and the books that she and her 
sisters wrote show the effects of a maladjusted 
father upon motherless children. 

Vocational Self-sabotage 

Anyone who does vocational counseling of 
adults is certain to meet individuals who 
have high intelligence, pleasing personalities, 
seemingly good habits, and many good char¬ 
acter qualities; but who always manage 
somehow to fail in their vocations. In contrast 
with them, other individuals of less intel¬ 
ligence, more irritating personalities, and 
poorer personal habits manage to succeed, 
regardless of their opportunities. Both types 
are difficult to explain as long as we use 
quantitative approaches only. When, how¬ 
ever, we think in terms of unconscious 
motives, we get plausible explanations. We 
discover that many of the men who always 


manage to fail are really expressing an un¬ 
conscious urge toward self-sabotage in their 
vocation. 

Failure enables the maladjusted person to 
accomplish aims that are more important to 
him than success. Such aims have been re¬ 
vealed by Friend and Haggard in the system¬ 
atic investigation of two classes of unem¬ 
ployed adults: those high and those low on 
eight basic criterion items of occupational 
adjustment. 18 One of the striking differences 
between the two groups was described, in 
part, in their findings. 

Topping the many sharp contrasts in personal¬ 
ity, the stronger tendency of the Lows to defeat 
themselves and spoil their job chances stands 
out as an indicator of adjustment at work. It is 
often evidenced by excessive drinking, quarreling, 
and illness. The Lows seem to marry the wrong 
person and to have families so large that they 
experience difficulty in supporting them. Correla¬ 
tional and other special analyses of the extent of 
the tendency toward self.sabotage link it with the 
extent of the following attitudes: parental rejec¬ 
tion. antagonism toward the father, resentments 
both of dependence and domination of families, 
rigidity, buried fear of failure, and self-attack, 
unrealistic thinking about jobs, ambivalence, and 
reliance on pull.,. Although the relationships 
suggested are not necessarily causal ones, these 
factors do seem to serve as devices through which 
the maladjusted individual accomplishes an aim. 
They seem to be ways of settling early parental 
scores; or of handling the guilt which demands 
constant failure; or of protecting himself against 
fears of being unable to cope with work... .This 
extreme type of "vicious-circle" behavior seems 
related to the well-known proclivity of those 
seriously disturbed emotionally (the Lows) to 
make things generally hard for themselves—a 
trait that is slight in the Highs. 

Blaine and McArthur, Harvard University 
Health Service, have described how certain 
students who ask for help in their inability 
to study actually want very much to fail. On 
the conscious level they wish to succeed, but 
unconscious forces sabotage their efforts. The 
two main unconscious drives that undermine 
achievement in such students appear to be an 
unwillingness to do or be what someone else 
wants them to be and a rebellious drive that 
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represents a retaliation against parents who 
are unconsciously resented. 19 Of course many 
factors, conscious and unconscious, may be 
involved in unnecessary failures. 

We are all familiar with the idea that an 
unhappy childhood may drive a person to 
high aspirations in his field, as a sort of 
compensatory mechanism. In tests given to 
350 university students, it was found that 
high aspiration levels did indeed correlate 
with unhappy or unsatisfactory childhood 
family relations, just *s jpw aspjr«Ki w levels 
corresponded to happy childhoods.™ Persons 
who felt that they had been neglected by 
their parents, that their parents had played 
favorites among the children, tended to work 
harder as they grew in order to receive the 
attention that they had lacked as children. 
Whereas, those who had known love and 
attention as children did not seem to need 
to achieve as much as adults. 

If the result of this and other tests are 
correct in correlating aspiration with family 
relations, a problem may be posed for the 
future. It is especially true of the generation 
that was raised during the depression that 
as parents, they want to insure the happiness 
of their children. Security seems to have be¬ 
come woven into meaning the same as 
happiness for many people or vice versa. 
Happy, secure children may grow up into 
happy security-seeking adults who want 
nothing more and see no farther. Success 
may become defined as security rather than 
accomplishment. However, all this depends 
on whether or not discontent is essential to 
aspirations. Certainly there are people with 
happy childhoods who have high aspirations; 
however, the likelihood of achievement seems 
to be greater when there is an obstacle to 
overcome. 

Whatever the explanations that may even¬ 
tually be found most appropriate for the 
understanding of the adults who manage to 
fail, the fact is that they do manage to fail 
in spite of apparently excellent outward rea¬ 
sons for success. The only helpful psycho¬ 
logical explanation, thus far, is that they 


themselves are unconsciously sabotaging their 
own efforts in order to attain aims more 
important to themselves. 

The Case Meth«# «f Vocational 
Guidance 

The evidence presented in the preceding 
discussions suggests that while some in¬ 
dividuals do not need vocational guidance, 
mai\y others do. We must not assume that 
all wholly normal persons need no assistance 
in choosing a vocation. The normal youth is 
not raw material psychologically; he was 
raw material at birth, but since birth he has 
developed many adjustments and condition¬ 
ings. He has certain likes and dislikes, some 
feelings of inferiority, self-confidence in cer¬ 
tain situations and not in others, a fairly 
definite level of intelligence, and accumulated 
experiences of all degrees of importance, so 
that his psychological composite in relation 
to his environment may not result in a happy 
vocational choice. In many cases he finds 
that he has difficulty in choosing a vocation. 
Even though he thinks that he knows what 
he wants to do, it my be well for him to 
attempt to obtain a bird’s-eye view of him¬ 
self and the world In which he lives. He 
really knows only a few occupations, and 
those he does not know comprehensively. 
Such a case study involves the following steps 
by a counselor: 

I- Analyse the individual. 

A. History and general status. 

1. Health record. 

2. School record. 

3. Financial status. 

4. Leadership record. 

5. Hobbies and recreational activities. 

6. Psychological test scores. 

B. Vocational likes and dislikes—self- 

analysis. 

C. Estimates of associates and friends— 

ratings by others. 

D. Peculiarities of personality. 

E. Parental wishes. 

II. Present the suggestions of the above to the 

advisee in a personal conference. 

III. As a result of II, choose several occupa¬ 
tions for the investigation of the advisee. 
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IV. After investigation of the several tentative 
occupations, choose one as a vocation. 

V. Plan a program of training. 

VI. Assist advisee to obtain a job or get started 
in the chosen field. 

VII. Follow up advisee and revise his program 
as occasion demands. 

College Education as a Part 
of a Vocational Program 


When a high school graduate wishes to 
enter business and plans his vocational pro¬ 
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gram, he must decide whether he will go to 
college or enter a field of work without 
college training. When successful men in one 
field are compared with the unsuccessful, 
investigations show that many of the success¬ 
ful individuals in business do not have a 
college education. We cannot say that a 
college education is a prerequisite for reach¬ 
ing the top in all fields. Statistics on the value 
of college training based upon men who 
graduated a generation ago are not entirely 
significant for modern conditions. Going to 


l*fl. the Rev. Jomes £. Royce, S. J., Psychological 
Coni*. Seattle University. oids o student in 
chooting on oppropriote program o I »f udies. 
Below, Dr. George F. Wooster, director o I the 
University Counseling Center. The Ohio Stole 
University, with some students in the Occupotionol 
Information libtory. 
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college then required more initiative and 
ability than it does today, when a college 
student is no longer a community marvel as 
he was then. 

The main reason why college graduates 
make more money than high school or com¬ 
mon school graduates is superior intelligence 
and personality. A youth with high intel¬ 
ligence and strong character traits is likely 
to go to college. He seeks the college degree 
as part of his program of personal develop¬ 
ment. College is the required or accepted 
education for many superior individuals, and 
professional standards as well as many busi¬ 
nessmen require college graduation for admis¬ 
sion into many occupations. 

The student who attains high grades in 
college and then succeeds in business probably 
does so not because the college trained him 
to think or gave him technical training but 
because he has superior intellectual and 
character traits. Perhaps he had stronger 
drive as suggested by the data for those in 
the lowest scholastic standing decile, Table 
11.2. We should not advise every high school 


student to go to college. If a student barely 
manages to get through high school and if 
his general intelligence in abstract subjects 
is low, it may be inadvisable to recommend 
college training. It is interesting to know 
that high school graduates of both low and 
high mental ability plan to attend college. 
The desire to attend college is not a reliable 
criterion of the ability to do college work. 
Thousands of college freshmen are dropped 
each year because they are unable to do the 
work. However, if a youth has the intelligence 
and personality that will enable him to benefit 
from a college education, then he should by 
all means go to college, even though he may 
have to earn all his own funds for doing so. 

Th« Vocational Program 

The value of a definite vocational program 
is suggested by a study made by the writer. 
He made a statistical analysis of the records 
of 500 men who had registered for jobs 
with an employment agency. Their employ¬ 
ment histories were accurately recorded be- 


TABLI 11.2 

RELATION BETWEEN SCHOLASTIC STANDING IN COLLEGE AND LATER SUCCESS 



"Who’s Who in 

"Who’s Who in 

"American Men 

In all Three 


America” 

Engineering” 

of Science” 

Volumes 

Deciles 

No* 

% 

No. 

% 

No. 

% 

No. 

% 

1 ••••••••••• 

68 

1SJ 

128 

16.1 

123 

23.8 

20 

22.0 

2 . 

60 

13.5 

108 

13.6 

85 

16.5 

13 

14.3 

3 . 

45 

10.2 

87 

10.9 

67 

13.0 

16 

17.6 

4 . 

49 

11.1 

93 

11.7 

62 

12.0 

11 

12.1 

5 . 

26 

5.9 

63 

7.9 

39 

7.6 

6 

6.6 

6 . 

19 

4J 

45 

5.7 

26 

5.1 

3 

3.3 

7 . 

23 

5.2 

46 

5.8 

23 

4.5 

3 

3.3 

8 ........... 

30 

6.8 

54 

6.8 

23 

4.5 

6 

6.6 

9 . 

26 

5.9 

S3 

6.7 

23 

4.5 

5 

5.5 

10 . 

96 

21.8 

118 

14.8 

44 

8.5 

8 

8.8 

Totals .... 

442 

100.0 

795 

100.0 

515 

100.0 

91 

100.0 


From F. Alexander Magoun, "Scholarship and Distinction,” The Technology Review , Massachusetts 
Institute of Technology, Cambridge, Mass., Vol. 37, No. 8 (May 1935). 


* This column indicates the number of former M.I.T. students, from certain classes between 1868 
and 1910, whose names appear in "Who’s Who in America.” Thus 68 persons (or 15.3 per cent of 
the total) stood in the 1st decile or top tenth of their class; 60 persons (13.5 per cent) stood in the 
2nd decile or second highest tenth—and so on for all ten deciles. The table can also be read as 
follows: "Of 442 former M.I.T. men listed in ‘Who’s Who in America,’ 96 or 21.8 per cent stood 
in the 10 th or lowest decile, scholastically, of the members of their classes,” and so forth. 
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cause their records had been carefully in¬ 
vestigated by the agency. A lot of facts were 
recorded about each man. Among the facts 
were answers to two questions: 

1. What do you want to do five years 
hence? 

2. What progress have you made in at¬ 
taining your goal? 

Approximately one half of the men stated 
a more or less definite ambition. When their 
salaries were analyzed in relation to age 
groups and ambitions, the following differ¬ 
ences stated in terms of index numbers were 
found: 

Annual Average Salaries 
by Age Croups 
20-29 30-39 40-49 

The "definite ambition" 

men . 100 158 238 

The "no definite ambi¬ 
tion" men . 96 148 191 

The relations between average salaries and 
extent or progress made in attaining the 
definite ambitions were found to be the fol¬ 
lowing: 

Average 

Level of Progress Reported Salary 

"Preparing myself for it" . loo 

"Have made no progress," or, "Little 

progress” . 

"Have made some progress" . 181 

"Good,” "Very good," and “Fine progress" 309 

Only thirteen men, all in the older age 
brackets, claimed they had attained their 
ambitions. Apparently most sensible men 
realize they are not likely to be very happy 
unless they are striving for goals that are 
ahead. As someone has said: “Success is a 


wonderful thing to strive for, but a terrible 
thing to gain.” 

Of course, a program in itself is of little 
value. However, persons of superior person¬ 
ality strengths are likely to utilize a program 
as an expression of their drive to achieve. 
The following conversation and appeal to a 
youth illustrates one kind of appeal that can 
be made when the counselor wishes the ad¬ 
visee to plan a definite program for training 
himself in his chosen vocation: 

“Vocational success hinges partly upon 
not trusting your life to chance but knowing 
what you want and how to get it. The man 
of little ability who concentrates his efforts 
on one thing, in one direction, and on one 
goal is bound to succeed. He attains far 
greater height than the man of brilliant ability 
who lacks a goal. 

"After you have chosen a vocation or 
selected your vocational goal, you should 
do what successful business concerns do— 
schedule your plans. Decide upon what you 
want to accomplish each year for the next 
few years. Determine upon what you will do 
each year in order to attain your goal. Set 
up standards for yourself. Set a date when 
you will accomplish each step and keep that 
schedule before you. Look at it occasionally, 
especially when you are failing. 

"Whenever you find that your schedule 
needs revision, revise it. But follow a definite 
plan or you may drift, and drifting wood 
never reaches port.” Table 11.3 shows a 
sample vocational program which will illus¬ 
trate how one can plan a career. 








FACTORS TO BE CONSIDERED IN PLANNING MY VOCATION 



|f 

jl 



*1 


v 

£ 

c 

0 . 

0 

0 

6 I 



o 

I 1 

n 

i w 



P 

jj 

i 

i 411 


if 

3 O 
•» 5 

If 

Q 


1 9 

3 w 

l 

S “J 

•ssl 

, 11 “ 

■o 

"O o3 
O 


§ 

* 

ft.' 


•S 

O 


-.5 

Is 


ct 

Q- 


I I 


v 


a 

< 

M 

g 

c 

W 


N 

'o 

a: 

c. 


5 § 

fi* - ? 

,*s2! 

7 O C 
4. — M 


c 

3 


*ti 

i 2 i 

if 

* J 11 

uu 

vD S-c 


I 


5 


c- 

S Is e 1*1 

7 ; O T3 o « O 
2U<^JU 

S - n "i » »i 




EXAMPLE OF "MY VOCATIONAL PROGRAM 





236 


CHOOSING A VOCATION 


ACKNOWLEDGMENTS 

1. Harry Dexter Kitson, The Psychology of Voca¬ 
tional Adjustment (Philadelphia: J. B. Lippin- 
cott, Co., 1925), p. 47. 

2. Charles H. Mahone, “Fear of Failure and Un¬ 
realistic Vocational Aspiration," Journal of 
Abnormal and Social Psychology, March, 1960. 

3. Robert L. Thorndike and Elizabeth Hagen, Ten 
Thousand Careers (New York: John Wiley & 
Sons, Inc., 1959). Also, Robert L. Thorndike, 
"The Prediction of Vocational Success,” Voca¬ 
tional Guidance Quarterly, 11 , No. 3 (1963). 
179-187. 

4. Adapted from H. L. Hollingworth, Judging 
Human Behavior (New York: Appleton-Ccn- 
tury-Crofts, 1929), p. 52. 

5. F. H. and G. W. Allport, Journal of Abnormal 
and Social Psychology, 16 (1921), 6-40. 

6. See Edward K. Strong, Jr., "Permanence of 
Interest Scores over 22 Years," Journal of 
Applied Psychology, April, 1951, pp. 89-91. 

7. For further information, see Edward K. Strong, 

Jr., "Nineteen-Year Follow-up of Engineer 
Interests," Journal of Applied Psychology, April, 
1952, pp. 65-74 and Vocational Interests IS 
Years after College (Minneapolis: University of 
Minnesota Press, 1955). 

8. Solomon Diamond, "Interpretation of Interest 
Profiles," Journal of Applied Psychology, Octo¬ 
ber, 1948, pp. 512-520. 

9. Anthony C. Tucker and Edward K. Strong, Jr., 
"Ten-Year Follow-Up of Vocational Interest 
Scores of 1950 Medical College Seniors," Journal 
of Applied Psychology, April, 1962. 

10. Wayne K. Kirchner, " 'Real-Life' Faking on the 
Strong Vocational Interest Blank by Sales 
Applicants," Journal of Applied Psychology. 
August, 1961. 

11. Ralph F. Bardie, "Strong Vocational Interest 
Blank Scores of High School Seniors and Their 
Later Occupational Entry," Journal of Applied 
Psychology, June, 1960. 

12. For descriptions of the current developments in 
testing, refer to the periodical, Test Service 


AND REFERENCES 


Bulletin and the annual Catalog of the Test 
Division, both published by the Psychological 
Corporation, New York. See also the latest copy 
ol The Mental Measurements Yearbook, Oscar 
Krisen Buros, ed„ Highland Park, N.J 

13. Paul P. Brainard and Frances G. Stewart 
Manual of Instructions for Specific Interest 
Inventones (New York: The Psychological Cor- 
poration, 1932). 

14. Anne Roe, "Personality and Vocation," Tram- 
act,ons of the New York Academy of Science, 9 
(1947), 257-267. Goldie Ruth Kaback, Vocational 
Personalities; An Application of the Rorschach 
Group Method, Bureau of Publications, Teachers 
College, Columbia University, New York, 1946 
Z. Piotrowski, B. Candee. B. Balinsky, S. Holtz- 
berg. and B. Van Arnold, "Rorschach Signs in 
the Selection of Outstanding Young Male Mc- 

0944? 1 2 IJMSO 5 " J ° Urnal 01 Psyck ° ,0gy> 18 

15. Stanley J. Segal. "The Role of Personality 
Factors in Vocational Choice," The American 
Psychologist, August, 19SS, pp. 365-366. 

16. A. A. Brill, Fundamental Conceptions of Psycho¬ 
analysis (New York: Harcourt, Brace & World 
Inc., 1921), Chapter XIII. 

17. Alfred Adler, "A Study of Organ Inferiority and 
Its Psychical Compensation," Nervous and 
Mental Diseases Monograph, 1917. 

18. Jeannette G. Friend and Ernest A. Haggard, 
"Work Adjustment in Relation to Family Back¬ 
ground,” Applied Psychology Monographs, 
No. 16 (Stanford, Calif.: Stanford University 
Press, 1948), pp. 58-59. 

19. Graham B Blaine, Jr., and Charles C. McArthur, 
Emotional Problems of the Student (New York: 
Appleton-Century-Crofts, 1961), pp. 84f. 

20. Russell A. Dynes, Alfred C. Clarke, Simon 
Dinitz, “Levels of Occupational Aspiration: Some 
Aspects of Family Experience as a Variable," 
American Sociological Review, April, 1956, 
pp. 212-215. 


PROJECTS 


1. "Success in a vocation depends upon an 
adjustment to life in general rather than the 
fortunate selection of an occupation.” Assume 
that this statement is true and prepare a list 
of mental habits that every person should 
acquire to be vocationally successful. Assume 
that the above statement is incomplete and 
add other forms of behavior that are essential. 

2. “A rolling stone gathers no moss” and "A 


setting hen never gets fat.” Which of these 
two epigrams is the more nearly correct? 
When should a man change his position? 

3. Outline a program for obtaining valid occupa¬ 
tional information that fits your needs. 

4. Analyze yourself vocationally by means of 
the devices and suggestions presented in this 
chapter. Present the analysis in the form of a 
systematic report to a friend and ask him to 
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criticize it. Then prepare a vocational program 
to fit your significant traits. 

5. Study a number of friends who have achieved 
considerable success in their fields, and com- 
pare them with others who seem to be 
“marking time.” What psychological differ¬ 
ences can you discover between individuals 
in the two groups? 

6. Compare the advantages and the disadvantages 
of going into business for yourself with those 
of working for an employer. 


7. Study the student employment opportunities 
in your college or one near by. List all the 
ways the students earn money to help support 
themselves. Check the jobs that contribute 
valuable vocational experience as well as 
financial reward. 

8. List some occupations which may diminish 
in importance within the next ten or fifteen 
years. Suggest how workers in those occupa¬ 
tions might utilize the change to their advan¬ 
tage rather than suffer because of it. 
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CHAPTER TWELVE 

GETTING A JOB 

AND GAINING 
ADVANCEMENT 


“How can I get a job when 1 haven't had any experience?” 
is the lament of many a young person when he leaves school or college. 

Actually, any normal individual 
who has a definite vocational goal, has seriously studied 
an industry, and developed a well-adjusted personality 
has excellent evidence of value to employers. But he must 
be able to present his worth in an effective manner. 
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Employers do not expect factory workers 
or uneducated applicants to use clever job¬ 
getting methods. Employers assume that such 
applicants use the old haphazard methods of 
seeking employment through employment 
agencies, help-wanted advertisements, labor- 
union headquarters, and applications at per¬ 
sonnel offices. However, the college-educated 
and other superior job seekers are expected 
to demonstrate their superiority to some ex¬ 
tent by means of their applications. The 
people who need superior techniques of mak¬ 
ing application are the more highly trained 
workers such as engineers, accountants, 
statisticians, technical salesmen, and profes¬ 
sional workers. These should know how to 
present their qualifications intelligently. 

The intelligent candidate in the course of 
making his application should regard the 
following admonitions: 

1. Know the kind of work you want and why 
you want it. 

2. Study the employer’s problems and inter¬ 
ests. 

3. Present a letter of application which proves 
your interest in the employer’s problems and 
your qualifications for his needs. 

4. Participate in an interview which reveals 
mutual interests. 

Stating tha Kind of Work Desired 

Many an ordinary applicant is so ego- 
centered when he needs a job that he can 
think only of his own needs. As a result of 
his concern about his own needs, he thinks 
and talks about himself. His argument for a 
job is similar to that of a candidate for a 
political office whose placard read: “I am 
the father of nine children and I need your 
support 1 ” 

The intelligent applicant’s major thought 
is to understand his abilities, limitations, and 
vocational goals so well that he knows the 
kind of work he wants and why he believes 
he can do it. One employment man explained 
the deficiencies of applicants in this respect 
as follows: 


I interview hundreds of applicants, and when 
1 ask them what they can do. a high percentage 
say “most anything.’’ The answer is obviously 
false. I am not interested in the applicant who 
says that he can do anything, because that really 
means that he can do nothing well; nor does he 
know what he would like to do. But the applicant 
who says "I have been studying motor transpor¬ 
tation and I believe that I could be of help t 0 
your firm in cutting down your delivery costs” 
arouses a definite interest. Young people who 
leave school and college are especially weak in 
this respect. Many of them do not know whether 
they wish to work in a circus, a department store 
a machine-shop, or a cheese factory. How can 
they expect to sell their services when they do 
not know what they have to sell? 

The superior applicant, especially the one 
who has benefited from his college opportuni¬ 
ties, knows the industry he wishes to enter 
and the kind of work he wants to do. His 
textbook readings, classroom lectures, and 
personal contacts with men in the field of 
his choice have stimulated him to learn more 
about certain aspects of the work and to 
associate with those who are already actively 
engaged in his chosen field. Such an applicant 
has read trade journals and attended trade 
association meetings, and there he has learned 
the names and addresses of the leaders in his 
chosen industry. Because of his genuine inter¬ 
est and informed background, he can ap¬ 
proach the professional leaders or heads of 
the best firms and talk with them in terms 
that he and they understand. The reactions 
of executives approached by such an applicant 
are likely to be: “This man knows what he 
wants and is going after it. He appears to 
be the kind of man we need in our organiza¬ 
tion. Let’s try him out to discover whether 
he really means what he says.” 

Any college student who really wishes to 
use his college experiences in formulating 
definite vocational objectives can do so. 
Faculty members, friends in business, secre¬ 
taries of trade associations, trade journals, 
psychological tests, and library books are 
usually available to him in his search to find 
himself in his work. 1 
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Studying the Employer's 
Problems and Interests 

Whenever an applicant has decided what 
kind of work he would like to do, his knowl¬ 
edge will indicate which concerns would be 
logical employers for him. The advertisements 
and news articles in trade journals, listings 
in telephone directories, and suggestions from 
trade association secretaries will reveal names 
and addresses of many possible employers. 

When the applicant has collected such 
lists, he should select several preferred pro¬ 
spective employers and learn all he can about 
them. He should investigate the history of 
each company, study each company’s product, 
interview their customers, and find out why 
people use the product. Why did they buy 
the product? Would they buy the same brand 
again? If not, why not? Of course, the pur¬ 
pose of this kind of investigating is not to 
impress the employer but to write an effective 
letter of application and to ask intelligent 
questions during the interview. 

For example, a certain young man regis¬ 
tered at an employment office. He had had 
experience in the retail gasoline and oil busi¬ 
ness, but had sought work unsuccessfully for 
some time. As he wanted to obtain employ¬ 
ment with a certain retail gasoline company, 
the employment director suggested that he 
take definite steps to make himself valuable 
to this company. He was told that he should 
learn all he could about the business—if 
possible, find out if any of the company’s 
local stations were not up to the usual com¬ 
pany standards. 

The young man found that a gas station 
belonging to the company where he had 
applied seemed to be getting less business 
than it should. To discover the reasons, he 
made a survey of all cars in the neighbor¬ 
hood to find whether their owners were buy¬ 
ing gas from the station and, if not, whether 
there was any cause for dissatisfaction. When 
the survey was completed, the young man 
took it to the local manager of the gasoline 


company with a suggestion for increasing 
business at that station. The manager was 
impressed with the applicant’s initiative and 
gave him a position to prove his worth. The 
young man made good at that job and at 
several other difficult ones. His work was 
so satisfactory that in a short time he had 
risen to a responsible position in the local 
office of the company . 2 

When looking for ideas of possible interest 
to the employer, the applicant can study the 
business by means of the trade journals of 
the industry. His local library probably has 
some copies on file. 

If the applicant will also study the specific 
concern with which he would like to be 
associated, he will be able to offer some ideas 
which show that he is seriously interested in 
becoming a member of that organization. If 
possible, it is well to talk with the company’s 
salesmen who, in many cases, will be glad 
to give the applicant helpful suggestions. 
Once the applicant has developed his ideas 
and checked them with some person who is 
acquainted with the problems of the company, 
he can approach the prospective employer as 
an inquirer who is anxious to learn more 
about the company. Of course, if he takes 
the attitude of an expert who tries to advise 
the management on how they should run the 
business, the employer is naturally likely to 
assume that the applicant is too egotistical 
to fit into the company team. 

The personnel manager of a large depart¬ 
ment store stated: “Not one person in a 
hundred who comes before my desk has any 
ideas. Yet it’s the applicant with ideas who 
gets the job, the applicant who has intelli¬ 
gence and interest enough to spend some time 
in the store looking around before he comes 
to me, who can suggest ways we can improve 
our service, who at least will be able to say: 

I watched the clerks and customers in the 
jewelry department yesterday and I believe 
that I could sell in that line.’ Most of them 
don’t even do that.” 

When this question was brought up to the 
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head of a publishing firm, he answered: 
“Ideas! Most job hunters don’t know what 
the publishing business is. Less than one in 
a hundred will even go to the trouble of 
reading the most widely-used trade journal 
of the industry. Most applicants think they 
want to become editors because they do not 
know of the many other departments in the 
publishing business.” 

Any applicant who takes the trouble to 
read the trade journals of the industry or 
to observe the ways in which the product 
is being used by the customers is bound to 
develop an application that is not only intel¬ 
ligent but outstanding. Most employers today 
are in need of applicants who show that they 
can think with the businessman rather than 
merely do what the boss wishes. 

The Laffer of Application 

Many college students can write letters 
which are grammatically correct but fail to 
reveal an interest in the employer or in doing 
his work. The employer is seldom a student 
of English nor does he care about the niceties 
of phrasing. He has work to be done, prod¬ 
ucts to sell, payrolls to meet, taxes to pay, 
customers to please, and bills to collect. He 
does not care particularly whom he hires— 
he does want to get his work done quickly 
and economically. 

This letter, written by a college graduate 
and published in Postage Magazine, is typical 
of letters of application constantly written by 
ego-centered applicants who have had no 
training in writing to employers: 

Dear Mr. Publisher: 

I am seeking editorial (or writing) work on a 
magazine staff. 

My age is twenty-four. I am a graduate of 
Grinnel! College (Grinnell, Iowa), and since 
graduation have done irregular work at Chicago 
and Columbia Universities. My chief aim has 
been to improve myself in the ability to write 
and in comparative study of literature. I have 
also specialized in history, psychology, sociology, 
philosophy, and advertising. Recently I com¬ 
pleted a long novel, which is at present at 
Doran’s, having received one favorable reading. 


My college record was good I am a Phi Beta 
Kappa and a Sigma Delta Chi member, having 
edited the last-named organization’s comic week¬ 
ly during my senior year in college. Before that 
I worked on the staffs of certain local newspa¬ 
pers. I also sold automobiles for a time and can 
use the trade language with some facility. 

I have no present business connections. Since 
I was fifteen. I have incessantly aimed at journal¬ 
ism. My writing style perhaps tends to the search 
of the color-bearing word and the ironic, but 
within controllable limits. I read very rapidly 
(120 pages an hour) and analytically. 

I am willing to start in any position which 
promises an opportunity for development and 
offers a reasonable wage. 

Sincerely yours, 

The comments of the recipient of this letter 
were: 

This letter, written by a college graduate, con¬ 
tains eighteen 'Ts," “my’s,” and “myself’s” but 
not a single ‘‘you.’’ We can well imagine the 
publisher who wades through such a letter, 
searching for and finding the "ironic” word and 
using it without "controllable limit.” Every year, 
millions of letters like this are written by young 
men looking for positions. We should like to re¬ 
commend to every college in the land that a 
business course on "How to Write a Letter" be 
delivered to its students, to cover the last six 
months of their term. Thousands of splendid 
positions are held by men who knew how to write 
a good letter and wrote it at the psychological 
time. 

The following application letter, written 
by an alert college senior, was sent to the 
advertising managers of eighteen leading 
department stores and promptly resulted in 
offers of two jobs, one of which was accepted. 

211 West 14th Street 
Meldon, Massachusetts 
July 5, 19- 

Advertising Manager of (Name of Firm) 

Street 

City 

Dear Sir: 

Your advertising appeals to me. It suggests 
that you are following policies and procedures 
that would benefit the young advertising woman. 

My ultimate goal is that of advertising man¬ 
ager of a retail store. To reach this point I real¬ 
ize that real experience is necessary. 

I am anxious to have good supervision and 
direction in my training for this career and rec- 
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ognize the opportunities available in your store. 
Therefore, I am eager to attain any work in this 
line you can offer me. 

As a beginner in your department, I offer the 
ability to take dictation and type. As your needs 
would demand, I could gradually make myself 
useful in writing copy or preparing advertise¬ 
ments. One of the sample advertisements for a 
local retail store is enclosed. 

You will find further information and refer¬ 
ences in the attached personal data sheet. May 
I have your suggestions? 

Very truly yours, 
(Miss) Mary Doe 

This applicant complimented the employer 
and indicated a genuine interest in learning 
his methods as an aid in her own develop¬ 
ment. Furthermore, the letter avoided the 
many “I's,” “my’s” and “myself’s” through 
the use of a personal data sheet, an excellent 
device for most applicants. 

Use of a personal data chart or resume 
is important. A prospective employer likes 
to have facts about a candidate’s past experi¬ 
ence on paper in order to have it available 
for future personnel needs. The resum* lists 
personal data, and also employers and dates 
in reverse chronological order along with a 
short summary of the individual’s respon¬ 
sibilities in each position. This, like any type 
of resum*, should be brief, and honest. 
Several briefs may be prepared for different 
types of jobs, with each stressing different 
aspects of background. 

Many high school and college graduates 
claim that they cannot write a good letter 
of application because they cannot point to 
past experience as evidence of their ability. 
Some of these younger applicants visit em¬ 
ployment offices where they are told that no 
jobs are open for inexperienced workers. 
These young applicants should recognize that 
the old answer: “Sorry, we have no opening 
now for persons without experience,” often 
means that either the applicant did not ap¬ 
peal to the employment man or the applicant 
did not know how to present his qualifications 
effectively. 

The intelligent inexperienced applicant 
who knows what kind of work he wants to 


learn and why, can, with reasonable per¬ 
sistence, find an interested employer. The 
youth has a most appealing argument when¬ 
ever he applies to an employer with this type 
of approach: 

"Mr. Employer, I have decided that I wish to 
learn the hardware business because I have 
worked in a hardware store during summer va¬ 
cations and liked it. I know such simple details 
as the sizes of bolts and saws. I can drive a truck 
and check invoices. Besides my summer experi¬ 
ence as evidence of interest, I read two trade 
journals in the hardware field. Three hardware 
dealers told me if they were young again and 
wanted to learn the hardware business they would 
come to you. So here I am for your advice and, 
if I meet your requirements, for your employ¬ 
ment.” 

ADDRESS 

DATE 

NAME Or FIRM MANACER 
ADDRESS 

Dear Mr. Blank: 

I wish to apply for a position as Junior Ac¬ 
countant in your firm, and am submitting for 
your convenience a chart of my qualifications. 
(See page 246.] 

This chart will, in a brief way, I believe, pre¬ 
sent the information desired. 

Very truly yours, 

Dear Sir: 

I have just read your advertisement. 

V ou evidently want someone who understands 
what are the real duties of a secretary. She must 
—transcribe your dictation accurately, 
promptly. 

—"proofread’’ your letters for possible errors, 
—receive your callers politely, civilly, 
—separate the important ones from those who 
should wait or come again. 

—open and assort your mail. 

—make a list of your engagements, reminding 
you of them at the proper time. 

—keep your personal accounts. 

—keep your business to herself. 

My experience covers five years of steno¬ 
graphic and secretarial service, with knowledge 
of bookkeeping. Age, 25 years. Unmarried. 

Let me come and see you. I feel confident of 
fulfilling your requirements. My telephone is 
Main 6000. 

Yours truly, 

This letter leaves no doubt that the writer 
understands what a secretary is expected to 
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do. The advertisement was simply for a 
secretary. Instead of making her letter the 
usual hackneyed statement of qualifications 
and experience, she tabulates the duties of 
the post and thus modestly conveys the idea 
that she can perform them. 

Any youth can present his qualifications 
and evidence of interest in a given vocation 
in an original manner. He can prepare a 
loose-leaf booklet or pamphlet of his back¬ 
ground and characteristics. It can be illus¬ 
trated with pictures from advertisements and 
include character references, copies of school 
report cards, Boy Scout badges, maps, school 
term papers, and so on. Anyone’s personal 
history offers many examples of good char¬ 
acter and interest in performing honest work 
that leads to vocational growth and advance¬ 
ment. Thousands of employers are looking 
for young people who exhibit a spark of 
initiative and strategy in presenting their 
qualifications in original ways. 

Below are a couple of attention-getting 
advertisements written by two clever young 
people seeking positions in the advertising or 
publishing fields. 


ARE YOU PREJUDICED AGAINST 
A PHI BETA KAPPA KEY, University of 
Chicago? I confess I am—though I am a 
young woman who owns one. 

I want to break into New York publish¬ 
ing or advertising or some similar employ¬ 
ment—no matter how humble the starting 
place. 

In extenuation, I offer: 

1. One year’s editorial experience on a 
Chicago publication. 

2. Youth and enthusiasm—despite two 
years’ public school teaching experi¬ 
ence. 

3. Some general business experience, in¬ 
cluding expert knowledge of typewrit¬ 
ing. 

4. A not unattractive personality—UN- 
ACADEMIC. 

Will you grant me an interview? Box 
432, Printers’ Ink. 


TO UNDERSTUDY top-flight produc¬ 
tion manager or labor relations executive. 
College graduate, major in behavioral sci- 
ences. Good leadership record in college 
activities. Not much job experience but 
worked part-time and summer vacations in 
a factory and in a production control office 
Single. Any area. Write Box 22. 


The Interview 

The main purpose of a letter of applica¬ 
tion is to obtain an interview. The interview 
is an occasion where employer and applicant 
consider each other’s mutual problems and 
interests. The applicant is not asking a favor 
nor is the employer granting a privilege. Each 
has something to give and each has needs 
which may or may not be of mutual advan- 
tage. 

Many applicants are nervous because they 
think of themselves during the interview. They 
can often overcome or avoid nervousness by 
anticipating the questions that are likely to 
be asked in the interview. Typical questions 
which are asked many applicants are the 
following: 

1. Tell me all about yourself. 

2. Why do you want to work for us? 

3. What can you do? 

4. Why did you leave your last employer? 
(Why do you want to leave your present em¬ 
ployer?) 

5. Do you have any good ideas on how to do 
this work for which you are applying? 

6. May I see some samples or proof of your 
ability? 

The first question should not be answered 
by starting with the date of birth, early life, 
and leading up to the time of the interview. 
Rather, the question should be answered by 
reference to the present: “I completed col¬ 
lege this spring and I majored in finance. 
While I was studying finance I became inter¬ 
ested in banking. Perhaps my interest in 
banking was stimulated by the speakers 
whom I heard at the state bankers’ convention 
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PERSONAL DATA SHEET 
John Richard Doe 


address : 
telephone: 

I. Vocational Objectives: 

immediate: To become a member of a management training program where 
I can learn a company’s personnel, products and problems. 
long range: To become an executive in sales or some other department 
where I will have major responsibilities. 

II. Educational Background: 

Was graduated from Blank College with a B A. degree. Major: psychology. 
Academic average: B. Psychology average: B + . 

Was graduated from John Adams High School in January 1957. 

Both schools are on Long Island, New York. 

III. Military Background: 

Served in the Army for three years. Attained rank of Master Sergeant. 

Spent two years overseas. 

IV. Work Experience: 

Work experience has included working as undergraduate assistant in the 
psychology department at Blank College, vacation work as hardware salesman, 
and a six-month period as shipfitter’s helper prior to being drafted. 

V. Extracurricular Activities: 

Psychology Club (assisted with programs). 

Athletics (intramural—baseball, handball, football). 

Outside Research (have read first sources in psychology beyond the scope of 
undergraduate academic requirements and have conducted small-scale experi¬ 
ments on my own initiative). 

VI. Hobbies and Avocations: 

Reading 

Cooking 

Athletics 

Social Organizations 
Bridge 

VII. Personal Data: 

25 years of age—married—no children—excellent health 
Height 5'9"; weight 155. 

Willing to work at most any task. 

VIII. References: 

Three names and addresses. 
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PERSONAL DATA CHART 


Past History 

1. Scholastic Achievements: 

A. Grammar School—Valedic¬ 
torian 

B. High School—Valedictorian 

C. Subjects Liked Especially 
Well: 

(1) Mathematics (All Forms) 

(2) Mechanical Drawing 

(3) Commercial Subjects 

2. Interests: 

A. Athletics 

(1) Participation in all sports 

B. Social Interests 

(0 Church; Sunday School; 
Epworth League 

(2) Boy Scouts; Clubs; etc. 

C. Work: All kinds of odd jobs 


PHOTOCRAPH 


Future Ambitions 

1. SUCCESS as a public-minded 
businessman and as a Certified 
Public Accountant 


Present Status 
Graduate of 


Syracuse University; College of Business Administration; Accounting 


Scholastic Achievements 

1. Winner of two Univer¬ 
sity Competitive Schol¬ 
arships 

2. Member of Beta Alpha 
Psi (National honorary 
accounting fraternity) 

3. Member of Phi Kappa 
Phi (National scholastic) 

4. Scholarship Rating—B 


Wholly Self-supportint 
1. College education was 
wholly self-financed by 
means of summer work, 
working six hours daily 
during school year, and 
scholarships 


Activities 

1. Athletics 

Wrestling ’57, ’58, ’59 In¬ 
tercollegiate 

Champion.’59 

Captain .’58 

Soccer .*S7 

2. Social Activities 

3. Others: Scoutmaster 


References 

1. Name and address 

2 . Name and address 

3. Name and address 

4. Name and address 


Personal Record 

Birth—Jan. 30, 1939; Henderson, New York 
Marital Status—Single 
Height—5'4"; Weight—135 lbs. 

Health—Excellent; Defects—None 
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held in Blankville two years ago. The prob¬ 
lems discussed with regard to financing farm¬ 
ers’ crops interested me so much that I 
would like to learn more about the problems 
involved in loans to farmers. I myself was 
raised on a farm in Spring Valley and my 
father often felt financially handicapped in 
his plans for modernizing his farm,” etc. 

One hundred college students and graduates 
who had applied for positions were asked to 
list the problems they had encountered in 
their applications. The following list is made 
up of those problems most frequently re¬ 
ported by the interviewees. Each general 
problem listed below is followed by its 
frequency and examples of the problem. 

B«for« the Interview 

1. The question of experience (27 times). 
Examples: 

a. Should I admit that I have had no experi¬ 
ence and face the possibility of not being 
hired? Or should I try to lie and take my 
chances on getting by if I do get the job? 

b. Is there any way in which I can compen¬ 
sate for the lack of experience? 

c. How can I be sure that I am qualified to 
apply? 

2. The question whether or not to tell the truth 
(19 times). Examples: 

a. Religious affiliations—should I mention 
membership in my church if I know that 
my prospective employer is an adherent 
of another faith? (The laws of some states 
prohibit the asking of this question; if it 
is asked in these states, it does not have 
to be answered.) 

b. Should I admit union membership if I am 
a member? 

c. Should I mention and discuss my political 
beliefs? 

3. The interview itself (14 times). Examples: 

a. How can I best determine the type of ap¬ 
proach to make? 

b. Should I emphasize my scholastic achieve¬ 
ments? 

c. How should I sell myself? 

d. What type of references should I use? 

During the Interview 

1. The salary question (38 rimes). Examples: 

a. How can I answer, "What salary do you 
expect?” 


b. How am I to know that I will not ask too 
much? Or too little? 

c. Or should I ask for an approximate salary? 

2. Reasons for choice of firm in making applica¬ 
tion (19 rimes). How can I answer, for exam¬ 
ple, the following: 

a. What can you do? 

b. Why did you choose this type of work? 

c. Why are you sure that you will like the 
work? 

d. Should I talk freely and frankly about what 
I consider my ability? 

3. The job particulars (IS times). Examples: 

a. Should I ask questions about the job until 
I thoroughly understand all parts of it? 

b. Or should I wait until I get to the depart¬ 
ment to delve into the requisites of the 
job? 

c. Should I try to determine my chances for 
advancement, and its rapidity, while I am 
being interviewed? 

d. Should I ask questions about the firm dur¬ 
ing the interview? Or should I know many 
particulars concerning the firm before the 
interview? 

4. Nervousness (IS times). Examples: 

a. How can I overcome nervousness? 

b. How can I best conceal my nervousness? 

c. How can I break down the formal attitude 
of the interview? 


Aft«r the Interview 

1. The interview itself (25 times). Examples: 

a. How can I judge the success of the inter¬ 
view? 

b. How can I tell whether the questions were 
answered correctly? 

c. What kind of impression did I make? 

2. The results (23 times). Examples: 

a. Should I return and keep after the inter¬ 
viewer until he hires? If so, how soon? 

b. Should I have influential friends intercede 
in my behalf? 

No one can offer blanket answers to these 
and other questions which are asked of 
applicants and which they ask themselves. 
Neither questions nor answers can be stan¬ 
dardized. The applicant can seek the counsel 
of some experienced person with regard to 
appropriate answers to questions such as 
these. A discussion of the questions and pos¬ 
sible answers will be of considerable help to 
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many applicants. However, if the employer’s 
question, “Tell me all about yourself,” can 
be answered in the foregoing suggested man¬ 
ner, many other questions can also be an¬ 
swered sincerely and intelligently. All the 
employer’s questions can be answered natural¬ 
ly when the applicant has developed a 
genuine long-term interest in the work for 
which he is applying. Getting a job is merely 
one stage in a series of efforts to become 
acquainted with specific kinds of vocational 
problems, employers, and occupational op¬ 
portunities. 

Some arts of personal salesmanship are 
helpful and many applicants can improve 
their abilities to sell themselves through a 
consideration of the following suggestions: 

1. Think and talk work, not yourself. Try to 
think of yourself as a profitable investment to 
the employer, not of what the job means to you. 

2. Consider getting a job as an investment— 
not an expense. Spend some time and money in 
getting a job. If necessary, borrow money to get 
the job you want. 

3. Develop confidence in yourself by first 
studying your prospective employer's product or 
service. 

4. Plan your campaign and follow the plan 
each day. Do not go about it in a hit-or-miss 
manner. Know where you want to apply each day 
for the next month until you get a job. 

5. Consider it a sales proposition. If your first 
and second prospects do not want you, keep on 
trying. The fiftieth prospect may be just the one 
who needs you. 

6. When asked to fill out an application blank, 
fill it completely and cheerfully. Put a check 
mark in the blank spaces not applying to you. 
Then the interviewer will know you did not over¬ 
look any items. 

7. Convince the employer you did not stop 
studying when you left school or college. Show 
him you are studying your work by means of 
books, magazines, and night-school or corres¬ 
pondence courses. 

8. No one can write a good letter of applica¬ 
tion for you—you must write it yourself. You 
must "feel” what you write; then your letter will 
carry conviction. Study good letters of applica¬ 
tion, but write your own. If you really feel you 
are good for something, your letter will show it. 

9. Have several friends criticize your letter. 
You’ll probably revise it at least five times before 
sending it. 


10. Always give your complete record and full 
information when asked to do so. Do not omit 
your activities of certain months or years. 

11. When sending a photograph, send a good 
one. If the job is worth applying for. it is worth 
having a special picture taken for it. 

12. When discussing salary, state what you 
have been getting and what you believe yourself 
worth to the employer. Do not haggle over salary 
too much, but if the employer is one of the kind 
who wants to pay less than people are worth, 
refuse his offer. The fellow who wants something 
for nothing is not the kind of man you want to 
work for. Of course, he has a right to pay you 
a small salary until he knows what you are really 
worth to him. If you are a college graduate, your 
alumni secretary can probably give you some 
helpful figures on average or customary salaries 
of your fellow-alumni. 

13. When you and the interviewer have dis¬ 
cussed the vacant job to mutual satisfaction, the 
interviewer may hesitate to say. "Yes. you arc 
the man we want.” Many interviewers need sub¬ 
tle help in making decisions. If you feel that the 
interviewer really is willing to hire you but needs 
a "push” in your direction, you can help him by 
saying. "When would you want me to begin work 
if you decide to hire me?" The date of beginning 
work is a minor point but once the interviewer 
decides on the minor point he also usually hires 
you. 


Advancing in Buiineit 

The man who seeks advancement as an 
employee, as a professional man, or as an 
enterpriser in a business of his own, has 
developed those psychological characteristics 
that are evident in the “growth man.” A 
growth man has an urge to develop his 
potentials in order to handle more difficult 
and responsible work. He has strong achieve¬ 
ment needs. He manages to improve his 
abilities regardless of environment or special 
opportunities. He has a high level of aspira¬ 
tion. 

James C. Abegglen, McKinsey & Com¬ 
pany, Inc., made detailed biographical studies 
of a group of top executives, vice presidents 
or higher, of major firms in the Chicago 
area. He was especially interested in tracing 
the movement of an individual from the 
social class into which he was born to an- 
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other, usually a higher class. The socioligists’ 
term for this is “social mobility.” His studies 
were made in depth of backgrounds of twenty 
executives who had been raised in very modest 
or poor circumstances but had managed to 
elevate themselves to the topmost rungs of 
the business ladder. These men were out¬ 
standing examples of growth men in business. 

The background histories of these execu¬ 
tives showed that fifteen of the twenty re¬ 
ported some form of severe strain in their 
early relationship with their fathers. Divorce, 
illness, death, or financial difficulties were 
also present in many instances. One especially 
interesting finding was that most of these 
men recalled feeling that their family’s eco¬ 
nomic straits were somehow caused by the 
father’s inadequacies as a protector and pro¬ 
vider. In many of these families, the father 
and mother were notably incompatible; the 
mother typically provided more of an example 
of strength than the father. The sons viewed 
their fathers with a certain disappointment 
or in some cases even a certain scorn. How¬ 
ever, the mothers, though usually perceived 
as stronger than the fathers, were viewed as 
austere and not especially “motherly” in the 
protective sense. But the mother provided 
the example of self-reliance. 

The men sensed that something was missing 
in their relationship with their fathers, some¬ 


thing that they would have liked to enjoy. 
Accordingly, they turned to other sources for 
masculine examples which they could accept. 
These were men such as teachers, relatives, 
or friends. They leaned on these to some 
extent as models but they seldom developed 
a close relationship with any of them. 

This tendency to maintain a certain dis¬ 
tance from people became a characteristic 
part of their personalities. Because they were 
not dependent on others, they could move 
out of old relationships into new ones with¬ 
out feeling any great sense of loss. It was 
easy for them to leave old friendships and 
places behind and to accustom themselves to 
new friends and their values. Emotionally, 
they felt as comfortable in unfamiliar groups 
as in familiar ones . 3 

Obviously, their lives had many dissatisfac¬ 
tions and these probably contributed to an 
inner disequilibrium that somehow led them 
to demand more of themselves in the voca¬ 
tions they had chosen. Fortunately, the chan¬ 
nels of adjustment, the quests to overcome 
imbalances, were achieved through positive 
forms of expression. Had they made negative 
value adjustments, their life histories would 
have been quite different. 

The origins of the motivations that spur 
men on to grow through their work vary. As 
yet, we have only a few researches such as 
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Abegglen’s to indicate significant patterns in 
the life histories. We do know that many 
young people are growth motivated in their 
childhood and youth but the quest for growth 
becomes sidetracked or lapses to marked 
degrees. 

Anyone who interviews job applicants 
learns to think of the abilities of men in 
terms of the individual’s age when he begins 
to level out in his growth. See chart on 
page 238. Many men in business and the 
professions level out shortly after they leave 
school, college, or the professional training 
institution. Some of those who go to work 
on leaving high school merely want to make 
a living. When they change jobs, they go to 
another that is on the same difficulty and 
pay level as the previous job. These are the 
semi-skilled, routine clerical workers, retail 
sales clerks, order-taking salesmen, typists, 
and others of the same general class. They, 
in their own ways, are economically valuable 
but they make little effort to improve their 
knowledge, skill, or judgment. 

Contrast these lower-level workers with 
the high-grade professional man such as the 
well-motivated physician, lawyer, engineer, 
or teacher. He constantly and throughout his 
working life, challenges himself to learn more, 
to increase his ability, to improve his judg¬ 
ment, and to handle more difficult respon¬ 
sibilities than he ever handled previously. 

The young man in business who has growth 
motivations should consider the following 
suggestions: 

1. Seek to know the latest technical in¬ 
formation. Growth men want to be able to 
tackle problems more difficult than any they 
have tackled before. They read technical 
journals. They associate with other growth 
men in their field. They think in terms of 
problems and the possible methods of dealing 
with problems. They do not think in terms of 
rewards of nickels more per hour worked for 
any extras they do. They do not, as a rule, 
seek money or status as an end in itself. They 
seek growth for themselves because true 
growth brings the many satisfactions of be¬ 


ing able to perform greater services than 
could be performed previously. 

Their work week is likely to be longer than 
that of other employees because they take 
work home. To them working overtime does 
not mean overwork because they like to ac¬ 
complish whatever they feel is necessary. 
They also tend to take less vacation time 
than is allotted to them. The manual workers 
and those who have leveled out usually have 
idle leisure time to spare—growth men get 
a large part of their recreation from their 
work. 

The growth men of business and the pro¬ 
fessions continue their growth efforts through¬ 
out life. Those who are not growth men level 
out in their efforts to improve their abilities. 
They do not keep on improving themselves. 
Those who drop out early in life hold the 
lower level jobs. 

Anyone who interviews an adult applicant 
tends to note the approximate stage in his 
life history when he leveled out in his de¬ 
velopmental efforts. Of course some employees 
would like to continue to grow in their work, 
but they do not know how to go about it. 
They need and would like to have counsel 
and encouragement from their supervisors. 
A few of these will develop if someone en¬ 
courages and guides them until they get 
emotional satisfactions from their own 
advancements. 

2. Decide whether you wish to advance 
through a company or through a function. 
Most ambitious employees try to advance 
through one company. They study the com¬ 
pany and try to move upward through the 
various supervisory and managerial levels. If 
they find it necessary or expedient to move 
from one company to another, they still think 
in terms of advancing in the company where 
they are employed. The company man is 
essentially job directed, security-oriented. The 
emphasis in his thinking is on accomplish¬ 
ment that fits a company’s needs. 

Certain others, fewer in number, are func¬ 
tion oriented. In the business world, they 
identify with a specific field such as account- 
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ing, production, finance, or some other func¬ 
tion. The functions in which they excel may 
be technical research, operational analysis, 
coordinating, evaluating, interpreting, or 
teaching. They think of themselves as profes¬ 
sional specialists in business. As functional 
specialists, they are not likely to be especially 
loyal to any company that employs them nor 


are they emotionally disturbed if they happen 
to be laid off or discharged. They are like 
scientists loyal to the science rather than 
the company or institution that employs them. 

The function-oriented man is analytical in 
his approach to a problem. Many of these 
men become consultants to business. Some 
do become executives in companies but they 
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are likely to move to other companies where 
they can practice their chosen specialization 
in a new setting. 

3. Of course one of the most important fac¬ 
tors in gaining advancement is willingness to 
pay the price of success. This is an old axiom 
but its truth was highlighted when three 
faculty members of Carnegie Institute of 
Technology analyzed the early management 
careers of 30 graduates of a two-year master's 
degree program in industrial administration. 
All 30 were of high intelligence and had 
similar educational backgrounds but some ad¬ 
vanced more rapidly than others. 

One important difference was in their per¬ 
sonal goals. The men who advanced rapidly 
expressed more desire for power, autonomy, 
income, and status than the others. They were 
readier to pay the price of success: job in¬ 
security, isolation, harder work. They changed 
companies less often than their less successful 
classmates but they maintained a wide range 
of outside contacts. They were more sensitive 
to their environments and quicker to adapt 
their strategies to the conditions they found 
around them. They were aggressive in defin¬ 
ing their own tasks, willing to take risks, and 
resilient to setbacks. 4 

The extent to which employees are willing 
to pay the price of success is indicated to 
some extent by the percentage who take 
advantage of available educational facilities. 
Some companies provide special courses that 
apply to the business but also offer any em¬ 
ployee a tuition aid plan if he wishes to take 
evening or correspondence courses. Surveys 
indicate that less than five per cent of the 
eligible employees of many large companies 
will take advantage of a tuition refund plan. 

4. One factor that will greatly aid an em¬ 
ployee in obtaining advancement is to work 
for an executive who likes him. 

General Electric Company made a statis¬ 
tical study of 3,000 G.E. managers’ records. 
Depth interviews also were conducted with a 
sample of 300 of them to find out what made 
them successful managers. 


These managers were asked in effect: "How 
did you get where you are? What were the 
things that held you back? What do you con¬ 
sider were the strongest factors in your de¬ 
velopment to your present position?” and so 
forth. The answers were analyzed for signi¬ 
ficant factors. 

Ninety per cent of these managers con¬ 
sistently stated, "I got my best development 
when I was working for so-and-so and so- 
and-so."* 

The employee who wishes to be promoted 
should seek the goodwill and admiration of 
his superior or find a new superior who does 
like him. 

Some readers may say: “If there is any¬ 
thing I hate it's a bootlicker, a yes-man, or 
the employee who sticks around the boss." 
Yet we should not accuse the retailer of being 
a fawning flatterer because he dresses up his 
windows to attract those who are his logical 
buyers. The merchant merely utilizes some 
concrete advantages of his wares. Likewise 
the corporation employee should try to attract 
the prospective buyers of his services by ap¬ 
pealing to his buyers in a way that can be 
understood. 

The importance of working for someone 
who likes you does not, however, imply that 
advancement in a corporation depends upon 
favoritism—having relatives or friends in the 
firm who push you ahead regardless of your 
ability. The old adage: “It isn’t what you 
know but whom you know" has been proven 
untrue. The study summarized by W. Lloyd 
Warner and James C. Abegglen, The Com¬ 
mittee on Human Development, University 
of Chicago, of 8,000 top executives of large 
business and industry firms of the United 
States investigated the factors that are as¬ 
sociated with advancement to the top. 6 The 
findings showed that the boards of directors 
and executives who direct our large corpora¬ 
tions are not interested in “pull” or “drag”— 
they want men of ability who will produce 
profits for the company. The interest and 
support of a superior should be attained 
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through the work situation—not by “connec¬ 
tions.” 

5. One method of gaining recognition is 
that of the trade journal. The trade journals 
are interested in shop talk, and any systems 
or ideas which have been of value to men in 
their field will be of interest to their readers. 
The good ideas should be described in as 
pleasing a manner as possible, but efforts 
should be concentrated on the ideas rather 
than the form. The editors will revise the 
article to fit the vernacular of the publication. 
Of course, one must be careful not to divulge 
information that should remain in the files 
of the employer. If in doubt on this matter, 
the manuscripts can be submitted to the 
proper authorities of the company before they 
are sent to the publisher. The average execu¬ 
tive will probably be pleased to know that 
someone in his organization writes articles for 
his colleagues and competitors to read. 

Furthermore, talent scouts, usually called 
executive recruiting consultants, note such 
articles and their authors. These recruiting or 
professional search firms differ from employ¬ 
ment agencies in regard to the source of their 
fee—the employment agencies collect their fee 
from the man who gets a job through their 
services but a recruiter receives his fee from 
the employer. The employer requests the 
recruiter to find the kind of man who has the 
qualifications desired for an important posi¬ 
tion and pays a fee of $5,000 or more for the 
service. Recruiters do not as a rule seek ap¬ 
plications from men who are unemployed or 
wish to change jobs. Instead, they note the 
outstanding men of certain fields and usually 
recommend those who are happy and effective 
in their work. This means that they notice 
men who write for trade and technical pub¬ 
lications, make speeches at conventions, or 
offer unique management ideas. Men in the 
limelight end up in recruiters’ files. 7 

6. If it is possible to do so, it is well to 
attend some of the conventions of associations 
that influence the business. A good rule is 
never to attend a convention without making 


a report of valuable facts to the management. 
One may neglect to do this because the 
speeches will be printed and sent to the com¬ 
pany later on. This fact should not deter one 
from making a report, because a delegate 
should study the undercurrents of the con¬ 
ferences and pick up valuable points that are 
not evident in the published reports. This is 
especially true of trends or tendencies of the 
times, which are seldom described in words 
but which the experienced technician un¬ 
covers when he meets experts in his field. 
The management should be given the benefit 
of the meetings attended even though the 
employee has to pay his own expenses to the 
convention. 

7. Work for an industry, or at least a firm, 
that is growing. Industries and companies are 
like individuals—they go through periods of 
development, rapid growth, normal growth, 
stability—and then either into a decline or 
into new development. All other factors being 
of equal influence, the man who works for a 
company whose growth has reached stability, 
or is declining, can hardly expect to advance 
to the same level or at the same rate he would 
in an industry that is in a stage of rapid 
growth or new development. See chart, 
“Growth Curve of Industries” as seen by the 
editors of Babson's Reports. Growth, these 
editors point out, is frequently as much a mat¬ 
ter of management as it is of the industry, 
and companies that lead in engineering and 
market research have the best chances for 
survival and growth. An outstanding charac¬ 
teristic of growing companies is a continuing 
and aggressive search for new markets, new 
methods, and new products. 

8. The larger growth companies are like¬ 
ly to have subsidiary companies, foreign 
branches, and plants located in many states 
and countries. This means that their better 
men must be moved around. Some companies 
transfer hundreds of men to new locations 
each year. Most transfers increase an em¬ 
ployee’s opportunities and most who are 
offered a transfer accept it gladly even though 
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it means that wife and children must adapt 
to a new community. 

Theoretically, the prospective transferee 
can turn down the offer. Most executives say 
that they do not hold it against a man when 
he turns down the request to transfer. Gen¬ 
erally, however, the refusal to transfer is 
likely to result in fewer offers of advancement 
in the future. 

Incidentally, a twenty-seven year follow-up 
on job satisfaction of employed adults indi¬ 
cated that the greatest increases in job satis¬ 
faction were shown by the men who changed 
jobs. 8 Transfers are often part of a young 
man’s training program. 

A young man’s growth program suggests 
that in the early years, he should seek work 
that gives good basic training in the funda¬ 
mentals of the business, even though the pay 
may be lower than in other types of jobs. 
Many a young man graduating from college 
must decide whether he shall take a high- 
paying job, such as factory labor, or a low- 
paying job, such as the executive training 
squad. Trainees are normally paid less than 
many other employees of the company, but 
the trainee should, all factors considered, ad¬ 
vance more rapidly than the nontrainee. The 
chances for advancement to superior positions 
are so good in certain positions in companies 
that the ambitious, able beginner can well 
afford to work for a low beginning rate until 
he proves himself. A survey of plant managers 
and superintendents of the du Pont Com¬ 
pany revealed that 46 per cent started as 
chemists, analysts, or technicians; 14 per cent 
as engineers; and the remaining 40 per cent 
as operators, laborers, clerks, office boys, and 
the like. Approximately 77 per cent are col¬ 
lege graduates. 9 

9. While in college, try to be in the top 
quarter in a field of likely interest to an 
employer. It may be in your studies of a 
course subject or in some other field. 

Richard Husband, Dartmouth graduate, 
class of 1926, made a survey of the 368 mem¬ 
bers of his own graduating class and carefully 
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compared their records in college with their 
standing in the world 30 years later. In the 
main, his findings indicated that an outstand¬ 
ing college record is certainly no bar to suc¬ 
cess in later life. 

He found that activities afforded another 
significant clue: the more activities, the higher 
the later income. He concluded that com¬ 
panies would be well advised to look for “the 
man in the top quarter of almost any¬ 
thing:.. . Actually, it does not seem to make 
much difference in what field, or fields, he 
made his mark. Together or singly, in sum, 
grades and extracurricular activity furnish an 
excellent predictor of later success.” 10 

Many able men of business did not go to 
college. Some learned more outside, on their 
own, than they would have if they had gotten 
a diploma. The diploma per se is not im¬ 
portant. The test of a man is what he can do 
and what he is worth to his society. Where he 
acquired his training and his ability is in¬ 
cidental. One investigator, for example, found 
that of the fellows of one professional society, 
roughly six per cent have no college degree, 
28 per cent have a bachelor’s degree, 32 per 
cent a master’s degree, 34 per cent a doctor’s 
degree, and seven per cent an honorary 
doctor’s degree. 11 Perhaps the best evidence 
of potential ability is past ability and the 
urge to improve oneself, to grow. 

10. Realize that most companies have a 
shortage rather than a surplus of promotable 
men. According to one study, the annual 
growth pattern of American business means 
that we have a need for about five per cent 
more able men each year. In addition about 
42 per cent of all top management personnel 
are in the age bracket from 55 to 65—their 
retirement is necessary within ten years. 
Death, disability, and turnover continue 
apace. The sum total of these demands makes 
finding an available supply of persons who are 
promotable to executive jobs difficult for 
many managements. 12 The effectiveness and 
growth of an organization depend upon the 
upward career orientation of its members. 
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PROJECTS 


1. Select a business or industry which interests 
you vocationally, and gather the following data 
about it: 

a. Names and locations of the leading firms. 

b. Important individuals in the field. 

c. Names of trade associations related to the 
business or industry. 

d. Trade journals and associated periodicals. 

e. The closest local branches of the leading 
firms—the men in charge, and something 
about them personally. 

2. From the list of questions about interviews 
which were asked by college students and 
graduates (see page 247), select those that 
you have encountered most frequently your¬ 
self. Prepare a well-thought-out procedure for 
use in your next interview. 

3. Prepare a graphic presentation of your past 
history. Use an outline map to show the places 
where you have worked in the past. 

4. Collect a number of unconvincing "situation 
wanted” ads from a newspaper or trade jour¬ 
nal. Diagnose the difficulty in each case and 
rewrite the ad for effective results. 

5. Name some specific "showcase” items that 
you can utilize in your present work or in a 
position with which you are familiar. Analyze 
the probable effect of each. 

6. Write a letter of application for a position 
you would like to have. Include a personal 
data sheet and a list of specific skills, or things 


you could do at once for an employer while 
working toward the type of position you are 
aiming at. Use the following check list and 
add to it any items you think would be helpful. 


Men 

Operate an engine. 
Repair automobiles. 
Do concrete-mixing. 
Do physical labor. 
Collect bills. 

Run errands. 

Be a gas station 
attendant. 

Repair radios. 


Women 

Sew. 

Cook. 

Take care of children. 
Do housework. 

Be a telephone opera¬ 
tor. 

Do filing. 

Take care of the sick. 
Design clothes. 


Both Men and Women 


Do typing. 

Do bookkeeping. 

Do selling. 

Do clerical work. 

Be an office machine 
operator. 

Operate semi-auto¬ 
matic machines. 

Do showcard writing. 

Write a good letter. 

Drawing, sketching. 

Do window dressing. 

Repair machinery. 

Say a pleasant "Good 
morning." 


Invent new systems. 

Versed in current 
events. 

Do statistical work. 

Write legibly. 

Be an information 
clerk. 

Drive a car. 

Sort mail. 

Be a cashier. 

Be a sales clerk. 

Be a helper to a skilled 
worker. 

Drive a car safely. 

Persuade others. 
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Both Men and Women 


Make a good first im¬ 
pression. 

Use strategy in buy¬ 
ing. 

Know the rules of eti¬ 
quette. 

Talk interestingly. 

Speak several lan¬ 
guages. 

Speak in public. 

Invent new devices. 


Act as a group leader. 
Make many friends. 
Supervise others. 

Sell goods. 

Use good English. 
Invent unusual 
phrases. 

Write. 

Do research work. 
Develop new services. 
Manual dexterity. 


7. Outline a program for obtaining a position. 
Include an unsolicited letter of application, 
trade journal advertisement, list of firms 
where you might apply, and a written descrip¬ 
tion of the facts about yourself that you 
would try to present to the prospective em¬ 
ployers. 
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TWELFTH MEETING 

Thtrt were seven members pres ,nt. Mrs. Jo co bi wo« 

OblfAf. 

Mr. Com Ho Iht’opitil; You seem cheerful. Did tome- 
ImM 0 good happen to you f 

Mu Kiteh : He it imiling. I,nl that nice. 

Theme ond Dyn om.cs. The rfceme 0 / the meef. 
• "8 •» suggested of it»e onset their leehngt 
obout the theiop.it. A tm ,le horn the Iheioput 
meoni being hied ond opproved. 

Therop.it You teem concerned obout my lociol exp ret. 
IIOOI. 

T herop.it'i Technique. Theropm recognizes 
theme ond beg mi to explore it. 

Mr. Holt I think he utuolly hidet hit human tide in the 
meetings. I like to tee him tm He ond lough. 

Mi. Dorcy: lEnten room ond till down . no one tpeoki 
•0 fum.f 

Mi. Coin ; The men ore ogoinit the women tonight. 
(The men ond women ore titling on opposite tide I of 
the room1 

Theme ond Dynomici. The tub/ect it changed 
by the members 


GROUP THERAPY 


Mm French Ho Mr. Dorcyl Were you tick t 

Mi. Dorcy Ho Miss French!: Yeti Were you f 

Theme ond £>ynom«c». Two members mode 
hostile comments to each other. 

Mm French : No. 


Mr. Com: We're getting to be more of o group, Now 
we ore challenging eoch other. 

Therop.il: You talked obout my imiling. I wonder if 
you hove ony other thoughts obout my fociol oxpres. 
liom here in the meetings. 

Therapist s Technique. The theropiit is aware 
thot the lubiecl hot been chonged. He molts 
on observation thot brings the members bock 
to exploring their relationship to him. Theropiit 
it in control of meeting. 


Group counseling „ one procedure that hot been found helpful in giving ,ndiv,duals new insights into the pro¬ 
blems of marriage and how to deol with them. See poge 115. 

Group counseling involves special techniques and Homing. The dynamics of the group process ore centered 
around the group os a separote unil-a functioning structural unit within itself. The diagram exemplifies o 
seating arrangement, conversations of members of the group, the therapist, and comments obout the therapist s 
technique. Source, James A. Johnson. Jr.. Group Therapy, The Blokislon Division. McGraw-Hill Book Compony, 
copyright 1963. Dr. Johnson is supervisor of the Homing program in group dynomics. group therapy, ond group 
activities lor the psychiotnc residents and other members of the staff in the Department of Psychiatry. School of 
Medicine. Emory University. 




CHAPTER THIRTEEN 

ADJUSTMENTS IN DATING, 
COURTSHIP, AND MARRIAGE 


The movies, novels, songs, and comics 
Proclaim romance as a power that overcomes all obstacles . In these fictions, 

marriage is pictured as a continuous state 
oj ecstasy. Actually, marriage is like work and other important arenas of life. 

It is an arena where we have special opportunities 
to learn to enjoy emotionally satisfying experiences, 

such as companionship, 
and to interpret life in new and exciting ways. 


239 



260 


ADJUSTMENTS IN DATING , COURTSHIP. AND MARRIAGE 


One interesting way to learn how adjust¬ 
ments affect the lives of men and women is 
to study couples during their courtship and 
marriage. In the case of a young couple court¬ 
ing each other, we can try to understand what 
each means to the other psychologically. Also, 
the college student usually knows his own 
parents well enough for him to appreciate, to 
some extent, what each probably meant to 
the other at the time of marriage and to ob¬ 
serve some of the ways in which each parent’s 
adjustment has affected his marital life. The 
college student who gains even a limited in¬ 
sight into the psychological factors involved 
in the courtship and marriage of other couples 
should have a somewhat improved perspective 
for the more intelligent direction of his own 
courtship and marriage. Certainly marriage 
itself cannot be the starting point for a dis¬ 
cussion of the factors in a successful marriage. 

Adjustment Patterns That Can Be 
Recognized In the Behavior of Couples 

Almost all psychological adjustment pat¬ 
terns influence the lives of persons, married or 
single. Some patterns, however, are especially 
influential in the choice of mate and the suc¬ 
cess or failure of the marriage. An objective 
awareness of these especially influential pat¬ 
terns can be acquired by any intelligent per¬ 
son who studies clinical findings, particularly 
those which are the mainsprings in the per¬ 
sonality developments that lead to marital 
discord. 

One of the first discoveries about marriage 
on the part of the psychological investigator 
is the fact that a boy and girl do not fall into 
love as a result of deep unfathomable forces. 
Rather, they fall into love with each other 
because each answers, or appears to answer, 
some of the dominant psychological needs of 
the other. A conventional example is the 
studious introverted boy, socially awkward, 
who is anxious to enjoy the company of a girl 
of his own age. He meets an extraverted girl, 


a poor student, who is vivacious. She helps 
him to enjoy himself socially. Perhaps she 
also builds up his feelings of self-worth be¬ 
cause she tells him about her own shortcom¬ 
ings as a student and expresses admiration for 
his intellectual achievements. If he also has 
feelings of rejection by his parents and she 
mentions the ways in which her parents do 
not understand her, he may develop feelings 
of psychological kinship toward her and 
identify himself with her, thus forming ties 
that are likely to lead to further courtship and 
eventual marriage. 

The individual’s frustrations often find ex¬ 
pression in the choice of the mate. The boy 
who was dominated by a stern parent or an 
older brother may prefer the company of a 
weak submissive girl because he can domi¬ 
nate her by telling her what clothes to wear, 
where she may go, and what she may or may 
not do. She, in turn, may enjoy his domina¬ 
tion because her father was a tyrant over her. 
Her boy friend’s tyranny allows her to live 
in terms of her earlier conditioning, but she 
likes the boy friend’s domination better than 
her father’s because she interprets the suitor’s 
domination as proof of interest in her, not 
mere domination without sufficient interest. 

Compensations are frequently demonstrated 
in the choice of a mate. The girl who feels 
that her family is socially inferior may prefer 
a mate of her own social class or she may 
seek one who appears to her to be of a higher 
class. If she feels inferior because her father 
was a plumber, she may prefer a bank clerk 
as a suitor even though he makes only half as 
much money as a plumber. 

The girl who was reared too leniently or by 
parents who were inconsistent in their dis¬ 
cipline may have pronounced feelings of emo¬ 
tional insecurity. She is not sure that she can 
depend upon anyone. Hence she may choose 
a man who has many fixed ideas, likes mathe¬ 
matics, lives his life in accordance with his 
formulas, is a firm disciplinarian and an army 
officer. His apparent self-assurance, even 
though it may actually be defensive on his 
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part, is comforting to her. Actually, the two 
may be a well-mated couple. 

Adjustments in courtship often demon¬ 
strate the previously stated principle (Chap¬ 
ter Two) that some persons react to an earlier 
environmental influence by antagonism to¬ 
ward it, others by adopting it. This is par¬ 
ticularly evident in the case of a mother's 
domination of her son. One son may rebel 
against his mother’s over-attentiveness and 
want to get away from home as soon as he 
can. He usually wants a mate who reminds 
him very little of his own mother. On the 
other hand, the son who enjoys his mother's 
attentiveness wants to remain with his mother 
as long as possible. If he does seek a mate, 
he is apt to seek a girl of the mother-image 
type. If he finds her, his courtship is likely to 
be of a vacillating kind because he finds his 
mother’s company, after all, more comforting 
than the girl’s. 

Certainly every girl should know enough 
about the mother-fixation pattern to recognize 
it when she sees it. If she fails to appreciate 
its power for ill in married life and marries 
the man with an Oedipus complex, she is 
likely to find that his mother’s apron strings 
become a noose around her life. Any bride 
who finds that her husband’s comment about 
the pie she baked for him is: “Why don’t you 
bake the kind of pie my mother baked?” 
should know enough to answer: “This is the 
kind of pie I bake for you. From now on you 
are going to eat ’em and like ’em!” 

Every college man of courtship age ought 
to be able to recognize the behavior patterns 
of neurasthenia and functional invalidism 
when they are evident in the girls he dates. 

If he does not know enough psychology to 
recognize such adjustment patterns when he 
sees them, he will be lucky if he marries a 
well-adjusted girl. If he has enough insight to 
recognize patterns of serious maladjustment 
in a girl but decides to marry her regardless 
of such syndromes as neurasthenia or in¬ 
validism, he should appreciate the nature of 
the burden he assumes for life. Any hope he 


may have of curing her is just about as justi¬ 
fiable as that of the girl who marries a man 
in spite of the fact that she knows him to be 
a chronic alcoholic. 

Women Who Do Not Marry 

If people do marry to fulfill themselves and 
compensate for their own deficiencies through 
their mate, then it would appear that it is 
the less well-adjusted who marry. Martinson 
studied 118 women who had graduated from 
the same high school; 59 had married and 
59 remained single. 1 They were of approxi¬ 
mately the same age, background, and intel¬ 
ligence. Martinson found that the women who 
had remained single were better adjusted than 
those who had married. They showed more 
self-reliance, better social adjustment; in high 
school they had tended to receive higher 
marks. They were better adjusted emotional¬ 
ly, used their talents more fully, and had a 
greater sense of personal freedom. They did 
not need to fulfill themselves through a hus¬ 
band; they had few ego deficiencies and did 
not need marriage. 

The Midtown Manhattan report (see page 
22 ) revealed that single women have a lower 
incidence of mental disturbances than any 
other group, male or female. However, on 
none of the four age levels do the single 
women differ significantly in impairment from 
the wives. Single men, in contrast, reveal a 
different story. The impairment frequencies 
of the bachelors are higher by wide margins 
along the entire age axis. Seemingly, single¬ 
ness for males is more pathogenic than is 
spinsterhood among females. 

Proportion of 
Impaired Respondents 
of Like Age 
Home Survey Sample* 

(Ages 20-59) 

A . 20-29 B. 30-39 C. 40-49 D. 50-59 
Single men 20.5% 30.4% 37.5% 46.1% 

Single women 11.2 12.1 24.6 25.6 

Mamed men 11.7 19.6 19.0 25.7 

Married women 13.4 22.1 18.1 30.6 

Perhaps the most satisfying explanation 
for the different states of mental health of 
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single men and women is that our society 
views the male as the initiator. If the male 
cannot play his role effectively, he becomes 
a bachelor. Single women prefer to think that 
they play their chosen role well but have 
simply been "overlooked” because there are 
so many of them from which to choose. Many 
single women realize that they have become 
so capable and independent as career women 
that they could not provide the atmosphere 
that would complement the male ego. Perhaps 
in the future we shall see more women break¬ 
ing away from the social pressures that force 
many into marriage, and instead, going on to 
fully develop their potentials, so that if they 
do decide to marry, they can bring to their 
marriage a complete person, ready to deal 
with the enormous problems marriage entails. 

Quantitative Studies of Marital 
Success and Failure 

The adjustment mechanisms at work in the 
choice of the mate may be fairly obvious or 
very subtle. It is impossible to predict with 
one hundred per cent accuracy whether a 
given personality pattern on the part of a man 
will result in compatibility or incompatibility 
when matched with a specific pattern of a 
woman. We can predict only with greater or 
less likelihood of validity that two patterns 
may or may not result in a lasting marriage. 
Several psychologists and other researchers 
have investigated factors which indicate likeli¬ 
hood of success or failure in marriage. 

Different criteria for adjudging marital suc¬ 
cess or failure have been employed by dif¬ 
ferent investigators. Clarence W. Schroeder 
used divorce as the criterion of failure in 
marriage in his study Divorce in a City of 
100,000 Population} Factors which he found 
to be positively correlated with marital suc¬ 
cess were: parents’ marriage reported happier 
than average; parents not divorced or sepa¬ 
rated; sex instruction from mother or from 
books; education beyond high school; attend¬ 
ance at church three or more times a month; 
attendance at Sunday school beyond 18 years; 
and being reared in country or small town. 


L. M. Terman 4 used the scores that 792 
husbands and wives made on a marital hap¬ 
piness scale as the criterion of marital success. 
He found that the following factors were 
positively correlated with marital happiness: 
rated marital happiness of the parents; rated 
happiness of childhood; no conflict with 
mother; firm but not harsh discipline in the 
home; amount of attachment to father and 
mother; no conflict with father; frank at¬ 
titude of parents toward early sex curiosity; 
relative mental ability where the husband is 
not inferior (with the wife’s happiness) and 
where the husband is not much superior (with 
the husband’s happiness); absence of severe 
and frequent childhood punishment; absence 
of disgust and aversion toward sex in pre¬ 
marital attitude of the subject; and, in the 
case of wife, absence of passionate longing. 

Clifford Kirkpatrick 5 found that: ( 1 ) "in 
the case of women there is a marked tendency 
for greater intimacy with one or the other 
parent to be unfavorable to marital adjust¬ 
ment,” and (2) “in the case of the males an 
excess or deficiency of friendship with the 
opposite sex is unfavorable to marital adjust¬ 
ment.” 

Hornell Hart, assisted by Wilmer Shields, 
used divorce as the criterion of marital fail¬ 
ure. 6 He found that the optimum ages for 
entering marriage were twenty-nine for 
bridegrooms and twenty-four for brides. Men 
who were married when they were less than 
twenty-four years old, and women who were 
married when they were less than nineteen, 
were found to have a greater proportion of 
unhappy marriages than any other age groups. 

In order to obtain objective information 
regarding the reasons for success or failure in 
marriage, Ernest W. Burgess and Leonard 
S. Cottrell, Jr. made a statistical and case 
history study of 526 married couples. 7 Their 
major findings were as follows: 

1. Contrary to prevailing opinion, American 
wives make the major adjustment in marriage. 

2. Affectional relationships in childhood typi¬ 
cally of the son for the mother and the daughter 
for the father, condition the love-object choice 
of the adult. 

3. The socialization of the person, as indi- 
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cated by his participation in social life and social 
institutions, is significant for adjustment in mar¬ 
riage. 

4. The economic factor in itself is not signifi¬ 
cant for adjustment in marriage, since it is ap¬ 
parently fully accounted for by the other factors 
(impress of cultural background, psychogenetic 
characteristics, social type, and response pat¬ 
terns). 


5. With the majority of couples, problems of 
sexual adjustment in marriage appear to be a 
resultant not so much of biological factors as of 
psychological characteristics and of cultural con¬ 
ditioning of attitudes toward sex. 

6. Prediction before marriage of marital ad¬ 
justment is feasible, and should and can be 
further developed through statistical and case- 
study methods. 


TABLE 13.1 

STUDIES OF THE BEST AGE FOR MARRIAGE 
AS JUDGED BY MARITAL SUCCESS AND FAILURE 


Burgcss-Cottrell (526 marriages) 

Men: . 

Women: . 

Hart-Shields (500 marriages) 

Men: . 

Women: . 

Terman (792 marriages) 

Men: . 

Women: . 

Landis (409 marriages) 

Men: .... 


* -- - • aiiu VI. 1. 

Cliffs, N.J.: Prentice-Hall, Inc., 1955), 


P 


Poor 

Good 

Excellent 

Under 22 

22-27; 31 and over 

28-30 

Under 19 

19-27 

28 and over 

Under 24 

24-28 

29 

Under 21 

21-23 

24 

Under 22 

22 and over 

22 and over 

Under 20 

20 and over 

20 and over 

Under 20 

20-29 

30 and over 

Under 20 

25 and over 

20-24 

Us. Building a 
107. 

Successful Marriage, 2nd ed. ( 

Englewood 


TABU 13.2 


DIFFERENCE IN AGE OF HUSBAND AND WIFE AND ADJUSTMENT 


Difference in Age 


Marital 

Adjustment 



Poor 

Fair 

Good 

Number of 

Same age . 

(per cent) 

(per cent) 

(per cent) 

Cases 

Husband older: 


39.1 

47.8 

46 

One to three years .. 


11 f. 


168 

Four to seven years . 


31.0 

H 1 

47.6 

in 1 

Eight years or more . 


co.n 

17.8 

7 

38.2 

ft • 

110 

Wife older . 


51.1 

ft / 

45 

One or both, no reply . 
Total . 

..... C 

4A « 

53.6 

• • • • 

56 

_101 

fEnTlewoo ^ S - CottreU - J r - ^'dieting Success or Failure 
(Englewood Cliffs, N.J.: Prentice-Hall, Inc., 1939), Table 89 (Chart 36), p. 406. 

526 

in Marriage 


TABLE 13.3 

DURATION OF KEEPING COMPANY AND ADJUSTMENT 

Duration of Courtship Malrriol Adjustment 

Poor Fair Good 

Under three months. < %T > (per " nl) 

Three to 11 months ...[.W 429 2 A xxx 

One year to three years. 28 9 UR 

Three to five years. f ? 39J 

Five years and over., 7J , ? , 

No reply . "j” 276 55.2 

From Predicting Success or Failure in Marriage,' Table 91 (Ch!rt 38), p. 407^ 2 


Number of 
Cases 
28 
105 
201 
111 
58 
23 
526 
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Particularly important was their finding 
that similarity of cultural background was 
found to be of greater importance in a good 
marital adjustment than was similarity of 
economic background. 

Landis has assembled data obtained from 
several studies of the best age for marriage 
as judged by marital success or failure. In 
general, the researchers seem to agree that the 
best marital adjustments are made by men 
who marry after they are about 28 or 29 and 
women who marry in their mid-twenties. Poor 
adjustments occur most frequently when the 
husband has married in his early twenties or 
teens and the wife, in her teens (see Table 
13.1). Several investigators have found that 
the chances for happiness were less in early 
marriages than in later ones. Judson Landis 
found that the “divorce rate was six times 
higher in the marriages where both spouses 
were under 21 , than in the marriages in which 
both spouses were 31 or over at the time of 
marriage. ” s 

Judson T. and Mary G. Landis’ Burgess 
and Cottrell, as well as others found that 
those who had the highest scores based on 
premarital background items, that is, those 
who seemed to have the most factors favora¬ 
ble to a successful marriage, actually did have 
more successful marriages. They found that 
there was an increase in the number of 
divorces and separations as the prediction 
scores became lower. There was also an in¬ 
crease in the number of those who had con¬ 
templated divorce or separation as the scores 
became lower. It would therefore appear that 
it is possible to predict with some reliability 
the chances of success in marriage if certain 
factors are taken into consideration. 

Factors in Divorce 

Divorce, although not encouraged in our 
culture, is condoned. The number of divorces 
reported annually varies considerably. The 
rate was especially low in the midst of the 
depression years, 1932 and 1933, and reached 
an all-time high in 1946. The annual average 
rate during a recent ten-year period was less 


than one for every 100 married couples. These 
data differ decidedly from the ones often 
published: “One out of four U.S. marriages 
ends in divorce.” It would be far more accu¬ 
rate to say: “One out of 109 marriages ends 
in divorce." It is true that there were more 
than 390,000 divorces in 1960 and roughly 
four times that many marriages but annual 
divorce figures do not come out of the newly¬ 
weds of a single year but from the entire 
married population. The recommended way to 
calculate the divorce rate is to put the 390,000 
figure against the total number of married 
women IS years old and older. 10 

Annual divorce figures do not include the 
somewhat under one million homes from 
which the husband is absent nor the several 
hundred thousand from which the wife is 
absent. This may not mean that more ill- 
advised marriages are being undertaken than 
heretofore, but that people are more anxious 
to be released from the marriage contract if 
they are disappointed in it. It appears that, 
in general, the longer the duration of a mar¬ 
riage, the greater is the possibility of its being 
permanent. The first six years of marriage are 
the crucial ones. There are more divorces 
during the third year of marriage than during 
any other, but the divorce rate remains rela¬ 
tively high during the first six years of 
marriage. 11 

In connection with his study of psycho¬ 
logical factors in marital happiness, Terman 
statistically evaluated domestic grievances of 
the 792 married couples who constituted his 
experimental group. Findings by Terman with 
regard to the grievances that are considered 
most important and least important are stated 
as follows: 

Consider first the grievances that rank highest 
for seriousness. These are all personality faults 
of the complainant's mate, not the external cir¬ 
cumstances or conditions of marriage. This holds 
for the entire first 20 in the husband’s list, and 
for 19 of the first 20 in the wife’s. A majority of 
the faults are of the kind commonly thought to 
be indicative of emotional instability, neurotic 
tendency, or marked introversion, as these terms 
are used in the current literature of personality 
psychology. Their position here lends support to 
the theory that one of the greatest dangers to 
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marriage is the all-around unhappy temperament 
of one or both of the spouses.... 

Most serious for husband’s happiness are. in 
order: wife’s nagging, lack of affection, selfish¬ 
ness or inconsiderateness, complaining, interfering 
with his hobbies, slovenliness of appearance, 
quick temper, interfering with his discipline of 
children, conceit, insincerity, too easily hurt feel¬ 
ings, criticizing, narrow-mindedness, neglect of 
the children, poor housekeeping, argumentative¬ 
ness, annoying habits and mannerisms, untruth¬ 
fulness, interference with his business, and spoil¬ 
ing the children. 

Most serious for wife’s happiness are, in order: 
husband’s selfishness or inconsiderateness, lack 
of success in business, untruthfulness, complain¬ 
ing, failure to show his affection for her, unwill¬ 
ingness to talk things over, harshness with the 
children, touchiness, lack of interest in the chil¬ 
dren, lack of interest in the home, lack of (gen¬ 
eral) affectionateness, rudeness. lack of ambition, 
nervousness or impatience, criticizing, poor man- 
agement of income, narrow-mindedness, unfaith¬ 
fulness, laziness, boredom when she talks to him 
about her everyday life. 

Only 6 items are found in the first 20 of both 
husband’s and wife’s lists: "not affectionate," 
“selfish and inconsiderate,” "complains too 
much," "criticizes me," "is narrow-minded." "is 
not truthful." 

Consider next the grievances that are least 
serious as causes of unhappiness. Here the 
spouses are in closer agreement. Of the 10 lowest 
in the respective lists, 7 are found in both. 

The 10 things in order of least importance for 
the wife’s happiness are that: husband is older, 
smokes, differs from her in tastes in food, is 
younger, differs from her in education, drinks, 
swears, is late to meals, is jealous, differs from 
her in religious beliefs. 

The 12 least serious to husband’s happiness 
are as follows in order of least seriousness: the 
wife is younger, drinks, smokes, is older, differs 
from him in tastes in food, is a social climber, 
works outside the home, swears, differs from him 
in education, is a poor cook, differs from him in 
religious beliefs, is unfaithful. 

This list of things that are relatively so unim¬ 
portant to the husband’s happiness is one of the 
most interesting outcomes of our entire study. 
The striking fact about the fast is that it is com¬ 
posed so largely of things which have long been 
regarded as among the most essential conditions 
of a happy and successful marriage.* 


* By permission from Lewis M. Terman, Psy¬ 
chological Factors in Marital Happiness (New York: 
McGraw-Hill Book Company, 1938), pp. I 01 f. 


Divorce is indisputable evidence that one 
or both marriage partners have failed to 
adjust to the other, and to the institution of 
marriage. We have seen what some investiga¬ 
tors believe to be factors militating for suc¬ 
cess in marriage, but the factors that con¬ 
tribute to a maladjustment, as in divorce, are 
perhaps even more difficult to ascertain. 

The statistical finding that a childless mar¬ 
riage is more likely to end in divorce than a 
marriage with children may have several pos¬ 
sible explanations. The fact that no children 
are involved in most divorce cases may mean 
that these mates are selfish—so selfish as to 
be unwilling to make the adjustments neces¬ 
sary to a successful marriage. On the other 
hand, the fact that they have no children may 
mean that it is easier for them to consider 
divorce than it is for people with the responsi¬ 
bility of children. Regardless of the reasons, 
however, the fact remains that adjustments of 
the requisite number and scope are not made 
so that the marriage may be enabled to grow. 

Terman, in his study of 792 married cou¬ 
ples who had a mean length of marriage of 
11.4 years, found that 8.8 per cent of the 
men and 11.5 per cent of the women had 
seriously contemplated divorce at some time 
during their marriage. When these 792 
couples rated themselves as to the degree of 
happiness achieved, 95.5 per cent of the men 
rated their happiness from “about average” to 
“extraordinarily happy.” Only 4.6 per cent of 
the men rated their marriage “somewhat less 
happy than average” to “extremely unhappy.” 
Of the women, 94.4 per cent rated their mar¬ 
riage as “about average” to “extraordinarily 
happy,” and 5.6 per cent rated their marriage 
"somewhat less happy than average” to “ex¬ 
tremely unhappy.” 12 

Husbands of good health make better 
adjustments than those less healthy. The 
health of the husband is shown to be more 
important than that of the wife, probably 
because of economic necessities. 13 

Statistical studies of divorces and other 
factors concomitant to marital conditions 
merely indicate likely relationships, not de¬ 
termining influences. This was shown in the 
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Family Society of Greater Boston study of 
the Highs who adjusted well in their work in 
comparison with the Lows who failed to 
adjust after counseling. The individual’s own 
adjustments to his barriers were the determin¬ 
ing influences, not such factors as family dis¬ 
ruption, illnesses, or money troubles during 
childhood. These kinds of troubles plagued 
both the Highs and the Lows. The Highs 
developed a tendency to counteract and re¬ 
verse negative early experiences, the Lows to 
re-enact unfavorable early family patterns. 
One important finding in regard to ability to 
adjust to barriers was that people seem to be 
able to adjust far more easily to outside pres¬ 
sures such as family disruption and money 
troubles than to inner emotional pressures like 
family antagonism or self-doubt. 14 

The person who adjusts best to marriage 
is the socialized person. Through his experi¬ 
ences with people in various groups he de¬ 
velops differently from the individual who 
participates but little in group organizations. 
He is more apt to be a stable personality and 
thus better suited to marriage. 

Our choice of mates is restricted in our 
society by certain barriers that limit our ac¬ 
quaintances and friends. Although these bar¬ 
riers are not insurmountable, they are worthy 
of consideration. 

Religion is one of these restrictive factors. 
While intermarriages do occur and many of 
them turn out happily, it is generally found 
that Catholics marry Catholics, Jews marry 
Jews, and Protestants marry Protestants. 

Intermarriages are increasing. However, 
most couples who have intermarried say that 
they have to “work much harder” to achieve 
a successful marriage than those who marry 
someone of their own race, color, and creed. 1 s 
Divorce rates are higher among those whose 
cultural, religious, and psychological back¬ 
grounds differ. Many parents recognize these 
difficulties and indoctrinate their offspring 
with the importance of marrying “their own 
kind” for their own good. Serious friendships 
with young people of a different religious 
faith are usually disapproved. When two peo¬ 


ple of different religions do fall in love, how¬ 
ever, and consider marriage, problems arise, 
particularly if the couple intends to have 
children. The question of which religion the 
children will be encouraged to adopt is a ques¬ 
tion that must be answered by the parents. 
Some couples feel that they cannot assume the 
responsibility of making such a decision and 
do not marry because of the difference in 
religion. Other alternatives are: one may 
decide on conversion to the faith of the other; 
both may dismiss the problem of choice be¬ 
tween two religions by subscribing to neither; 
each partner may retain his own faith. 
Another solution, more idealistic than prac¬ 
ticable, is the adoption of the attitude that 
because of a mixed marriage the parents have 
something extra to add to the child’s develop¬ 
ment—an appreciation and understanding of 
two religions instead of one only. 

The chief obstacles to a successful religious 
intermarriage, or to any marriage, are psy¬ 
chological. Marriage is an adjustment. Even 
the most perfect marriage has its moments of 
difference and misunderstanding. If both part¬ 
ners share a common concern for the same 
values and are basically well-adjusted and 
love one another, there is a strong likelihood 
that they will be able to work out their prob¬ 
lems. Yet it cannot be denied that a marriage 
concerns more than just the husband and the 
wife. The marriage involves the lives and 
relationships they have with their families and 
the religious communities in which the hus¬ 
band or wife had his origin and childhood 
association. Although churches, families and 
communities have only an indirect influence, 
they can do much to complicate and injure, 
or to support and further, the happiness of 
the couple. Young couples contemplating 
religious intermarriage should be fully aware 
of the pressures that may be brought on them. 
There are no national statistics to show just 
how the chances of an interfaith marriage 
compare with that of a marriage between two 
persons of the same religious fellowship. Ex¬ 
perience has shown, however, that the more 
similar the background, interests and beliefs 
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of the two individuals, the more likelihood 
there is that their marriage will be a success. 16 

It is a fact that couples having church con¬ 
nections have more stable marriages than those 
with none. The accompanying chart, based on 
a survey by the American Youth Commission, 
shows the relation between religious affiliation 
and broken homes. 

Finding a church home is an important part 
of building a marriage between people with re- 
ligious needs and interests. Couples oftentimes 
would like to have a church home but after their 
marriage, especially if they come from different 
religious backgrounds, they find it difficult. He 
isn t at home in her church, nor is she in his, and 
so ‘hey settle it by having no church affiliation 
at all. This rarely solves the problem because 
most people need a larger interest outside them¬ 
selves if they are to be happy. When trouble 
comes, that need becomes acute. You can feel 
ternbly alone and helpless when a crisis comes. 
There is a desolation about death, sudden im¬ 
poverishment, severe disappointments, and many 
family problems. At times like these, as well as 


in day-by-day living, religion is often a real 
source of comfort and support. 

Finding a church home usually begins before 
marriage. When plans are being made for life 
together you talk about the church in which you 
will make your home. You visit each other’s 
church if you have not grown up in the same 
one. Together you plan for your joint member¬ 
ship. If the decision has been postponed until 
after your marriage, it is wise not to put it off 
longer. 

Religious ceremonies at the time of the mar¬ 
riage. the dedication of the home, the christening 
of the children, the celebration of holidays, and 
in the everyday life of the home add richness and 
a sense of permanence to a marriage. 17 


Intelligent Dating 

Dating is a getting-acquainted period. High 
school and college students rate the ability to 
date successfully as a kind of status-gaining 
procedure. On some campuses, dating is large- 
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ly an end in itself rather than an approach to 
courtship and marriage. College students, in 
most cases, must postpone serious thoughts of 
marriage until they complete their education 
and earn a livelihood. Dating enables the 
students to enjoy the company of the opposite 
sex and to engage in normal social functions 
until they reach the stage of educational and 
professional attainment which allows them to 
have more definite plans for marriage. Dating 
offers these young people excellent opportuni¬ 
ties to note and evaluate the personality 
characteristics of the opposite sex and to sur¬ 
mise which ones would, as marital partners, 
be successful or unsuccessful. 

The student who is psychologically alert 
should not go on a date and attempt to make 
amateur psychoanalytic interpretations of the 
dated partner and explain them to him (her). 
Such practice on the part of many college 
majors in psychology is evidence of im¬ 
maturity. The mature student of psychology 
does not “psychologize” his friends and dis¬ 
cuss his interpretations with them. Rather, he 
notes the cues to each friend’s adjustment pat¬ 
terns, constantly adds to his understanding of 
the friend, increases his respect for him, and 
makes himself a better companion. Such a 
companionship is on a high level of mutual 
respect for the personality integrity of the 
other person. Dating experiences offer the stu¬ 
dent the opportunity to do some intelligent 
“field work” in the attainment of this high 
level of companionability and psychological 
insight. 

Young people on dates often discuss their 
own childhood histories, their frustrations, 
resentments, disappointments, hopes, and 
other influences in adjustment. The alert 
listener can, in his own mind, note the pat¬ 
terns of behavior that control the other 
person’s personality. The psychologically 
intelligent male student on a date will note 
significant factors in the adjustment develop¬ 
ment of his girl friends, such as the following: 

1 .Her barriers: Problems of health, phys¬ 
ical appearance, limitations in mental capac¬ 
ities, birth of other children in the family, 


parental frictions, neurotic relatives, impa¬ 
tient teachers, domineering associates, et al. 

2. Predisposing influences: Cultural influ¬ 
ences, standards of conduct insisted upon by 
parents, and especially her affect evaluation 
of herself when she was a small child. Did she, 
for example, behave as though she were the 
center of attention of the family; feel un¬ 
wanted in the family, denied her rights, 
ridiculed, disciplined severely; or feel that she 
was helpless, sickly, and deficient as a child 
in comparison with other children? 

3. Precipitating influences: recent factors 
such as failure, insult, loss, disappointment, 
fatigue, or success. 

4. Direct-attack adjustments which she 
made or might have made. 

5. Positive substitute activities: What 
means of adjustment were made of a posi¬ 
tive, personality-strengthening nature, such 
as studiousness, in adjustment to real or im¬ 
agined social failure or physical unattrac¬ 
tiveness? 

6. Evasive or retreat adjustments: What 
personality-weakening adjustments has she 
made, such as withdrawing from social con¬ 
tacts, habitual attendance at the movies, ex¬ 
cessive alcoholism, constant fault-finding, 
exhibitionism, untruthfulness, wishing for 
death, or other negative-value activities? 

If the dominating adjustments have been 
positive and personality-strengthening, she 
will need little aid from a future husband 
other than normal human companionship and 
consideration. If many dominating adjust¬ 
ments have been of an evasive nature and 
personality-weakening, she may require a 
great deal of helpful insight from a husband 
in order to make her happy or to enable him 
to be happy with her. 

If she exemplifies the very common adjust¬ 
ment pattern of the child who felt inferior 
intellectually (barrier), was reared by doting 
parents who made her the center of attention 
(predisposing influence), now keenly enjoys 
being well dressed and pleasing others in 
social situations (positive value adjustment), 
she is very apt to continue the pattern after 
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marriage. Her husband, in turn, will react to 
the pattern favorably or unfavorably, depend¬ 
ing upon his own adjustment tendencies. If he 
has developed strong tendencies in the direc¬ 
tion of stinginess in buying clothes and has 
little desire to have his wife impress others in 
social affairs, he is likely to find her behavior 
annoying. On the other hand, if he likes to 
spend money to buy nice things for his wife 
so that she becomes an ornament that im¬ 
presses other people, he is likely to find her 
behavior quite gratifying to him. 

Marriage does not change adjustment pat¬ 
terns. The individual takes into marriage the 


Unfortunately, some people like to imagine 
that true love has to come suddenly. They 
offer the cliche, “When the right person comes 
along, you 11 know it." Such claims are far 
more likely to result in regret than happiness. 
One investigator, Paul Landis, studied a group 
of hasty marriages on the part of couples who 
had known each other for only a couple of 
weeks and found that four out of five of the 
marriages ended in divorce in the first year. 20 
Love at first sight is a mirage. Intelligent 
dating requires considerable time as well as 
psychological perceptiveness. 


same patterns and techniques that he used 
before marriage. The girl who resorted to 
illness as an escape from difficult situations 
before marriage will also resort to illness as 
an escape after marriage. The youth who ran 
to mother for comfort or resorted to drink in 
emotional crisis before marriage is likely to 
resort to the same techniques after marriage. 
But the patterns that one man needs in his 
mate may be quite different from the patterns 
that will complement the adjustment needs of 
another. Success in marriage is not so much 
a matter of finding the right person as becom¬ 
ing the right person, the kind of person who 
has developed the strength of character and 
skills that make him effective in his human 
relations. The people who succeed in marriage 
are also quite likely to succeed in other human 
relationships. Marital happiness is related to 
self acceptance and the acceptance of others. 1 * 
The one stage in boy-girl relations where 
our culture provides opportunity for the boy 
and the girl to evaluate each other objectively 
is the dating period, before courtship begins. 
Once their relation reaches the courtship 
stage, almost all objectivity in personality 
evaluation disappears. Evaluations of the 
other person in courtship become mere ra¬ 
tionalizations. The degree of intimacy in their 
relationship is indicated by the kinds of pet 
names they use for each other. Because of the 
intimacy of the meanings of the pet names, 
quarreling couples drop them, or use them 
with embarrassment or sarcastic intent. 19 


I 


Marrli 


Immediately after marriage the honeymoon 
takes place. This custom enables the young 
couple to get away from old environments, 
relatives, and friends. Marriage requires the 
changing of many habits, and the honeymoon 
provides the newlyweds some opportunity for 
learning how to live together in the first stages 
of their home life. As stated by Paul H. 
Landis: 


‘The first month isn't easy, you know,” is a 
comment frequently heard from newlyweds. 
Being happy as man and wife does not come to 
most couples as a matter of course, but like sue- 
cess in any cooperative enterprise it comes only 
after considerable experience. 

The readjustments of habits that marriage 
requires are sometimes disturbing, but, to estab¬ 
lish any type of home routine, many habits ac¬ 
cepted prior to marriage have to be readjusted 
to suit the new family situation. Habits of rising 
and retiring, the time of eating, likes and dis¬ 
likes in foods, and numerous activities that make 
up daily living have to be adjusted. Failure of 
either member to make certain concessions is 
apt to become a source of friction. 

Good husbands and wives are not born that 
way, nor is the transformation caused by court¬ 
ship or the marriage ceremony. Some old folks 
on their golden wedding anniversary make 
nowery statements about never having disagreed 
on anything. The likelihood is that they have 
forgotten many things. Actually most couples 
disagree on certain points, and these differences 
may come to light early in married life 
Unfortunately, most courtship is carried on 
dunng leisure time so the young couple have 
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opportunities to see each other only when they 
are in the best mood. During courtship they usu¬ 
ally engage in pleasant activities. This is suddenly 
changed by marriage, when for the first time 
the marriage partners share every relationship 
of life: work, trouble, the daily grind of life, 
responsibility, duty, worry about finances, and 
all the other normal responsibilities that are a 
part of adulthood, as well as the leisure time and 
recreational periods. 

During the early months of marriage much 
of the exaggerated romance wears off as the 
couple settles down to washing dishes, scrubbing 
floors, commuting, paying bills, and sharing the 
remnants of their days with one another. The 
young man and young woman come to see each 
other as human beings rather than as the ideal¬ 
ized gods they appeared to be in the highly 
romantic phase of courtship. There was a tend¬ 
ency during courtship to oversell one’s best traits 
to be sure of winning the other party. Now in 
day-to-day living both best and worse traits 
gradually appear. 

Successful couples work out their disagree¬ 
ments or learn to accept and tolerate each other’s 
differences in point of view. It would be un¬ 
usual to find any relationship in which two peo¬ 
ple agreed on everything. Marriage is no excep¬ 
tion. Few people like all of their own personal 
traits. It is unlikely that they will find everything 
exactly as they wish or had expected in the per¬ 
son they marry. Actually life would for many be 
a little dull if they always saw eye to eye.* 

What kind of marriage do the very well- 
adjusted men and women enjoy? One signi¬ 
ficant study in this field was made and re¬ 
ported by Jules Golden, et al. (see page 158). 
In that study 50 young men, ages 26-27, were 
found to be unusually well-adjusted psycho¬ 
logically. A later study was made of the 38 
available wives of the 40 men who were mar¬ 
ried at the time the investigation was under¬ 
taken. Each wife was interviewed in her home 
by a trained interviewer. Tests were admin¬ 
istered. 

The findings indicated that "on those items 
reflecting contentment with lot in life, effec¬ 
tiveness, and overall adjustment, the wives 
as the men, rate high; on those items reflect- 


• By permission from Paul H. Landis, Your Mar¬ 
riage and Family Living (New York: McGraw-Hill 
Book Company, 1946), pp. 152-153. 


ing richness of personality, the rating is low." 
The researchers’ final interpretations follow: 

The group as a whole can be characterized not 
only as mentally healthy, but significantly homo¬ 
geneous in this regard. Al least for our sample, 
we can speak of a psychological homogamy as 
well; that essentially healthy individuals select 
healthy spouses. 

Investigation of more representative samples 
would have to prove whether or not our couples 
are unique, or if they epitomize what may now 
be a relatively common level of adaptation in the 
population at large. We do wish to express our 
mixed feelings about this adjustment. Such a 
population would promote stability or a firm 
backbone of the country; but as observed of the 
previously described men, these couples’ lives 
seem essentially mundane and dull. Our data in¬ 
dicates. however, that this sample of husbands 
and wives, with a high order of consistency, ex¬ 
perience what we consider some of life’s deepest 
and most meaningful pleasures: in their stable 
relationships with each other, and in raising their 
children. The inference could be made that con¬ 
stricted interests permit such subjects a wider 
opportunity for the meaningful rewards of family 
life. A more stimulating educational experience 
and more enlightened media of mass communica¬ 
tion, it is our hope, will enrich such "normal" 
people’s lives without sacrificing their essentially 
sound adjustment.* 1 

Perhaps the significance of these findings 
and their cautious interpretation suggest the 
value of a modification of an old axiom: "The 
course of true love, whether before or after 
marriage, never runs smoothly." Happiness in 
marriage should mean more than dull ac¬ 
ceptance. Successful marriage for most per¬ 
sons necessitates numerous and continuing 
adjustments on the part of each mate to the 
other. 

The fact that it is easy for any interested 
observer to go into a restaurant and to dif¬ 
ferentiate the married couples from the un¬ 
married does not mean that every young 
married couple need look forward to boredom 
or eventual separation. Nor should either 
party expect a completely problemless ex¬ 
istence. 

Sometimes a frank disagreement or emo¬ 
tionalized "spat” may clear the atmosphere 
and remove the unspoken grievances that 
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have accumulated. Disagreement is a part 
of the process of marital adjustment. It helps 
to improve the unity of the family if it i s a 
phase in the further adjustment of persons 
who are basically well adjusted in other 
respects. If the one partner always avoids 
open disagreement and merely suppresses his 
own feelings of frustration, the frustrations 
will in time affect his personality. He must 
make some kind of adjustment, such as bury- 
ing himself in his work. In that case he is 
likely to suspend his identifications with his 
mate, and their relationship becomes a con¬ 
ventional one. Success in work, however, may 
give one partner feelings of adequacy that 
enable him or her to aid the other by treating 
him or her objectively. 

Most couples want to make their marriages 
successful. Marriages rarely become truly suc¬ 
cessful unless both, or at least one partner, 
is sufficiently well adjusted to facilitate the 
psychological well-being of the other. Both 
can grow best when they respect each other’s 
personality and want the partner as well as 
the self to enjoy married life on its highest 
level—creative love. 

The love life of the average individual 
passes through four stages: love of self, baby - 
hood; love of parent, childhood; love of chum, 
early youth; and love of mate, adulthood' 
When the individual’s love-object remains on 
the first level, self-love, he is an example of 
narcissism; when on the second level, attach¬ 
ment for a parent, the terms Oedipus or 
Electro complex are used to describe it; and 
when fixated on the third level, attraction for 
persons of the same sex, the general term 
homosexuality is used. The latter term is 
often used in a broad general sense and is 
contrasted with heterosexuality, attraction to¬ 
ward individuals of the opposite sex, but 
neither of these last two terms necessarily 
implies perversion or a specific sex relation. 

The best-adjusted persons also attain a 
fifth stage of love-life, creative love. Each 
identifies his personality with that of his mate 
in absorbing tasks of rearing children, de¬ 
veloping a happy home life, and pursuing 


successful vocational activities. Biologically, 
creative love is most commonly expressed in 
the rearing of children. 

Soclolofl lcol Changes 

From the sociological standpoint, American 
family life is changing in line with the influ¬ 
ences of a changing society. Families in the 
United States in comparison with those of 
other countries have certain differential char¬ 
acteristics. These differential characteristics 
are largely in terms of process rather than of 
structure. One of the most distinctive trends 
is greater urbanization. The proportion of 
families living in cities and near-by urban 
areas has increased. Furthermore, rural fam¬ 
ilies have adopted the urban way of life. 

Instability is greater, as indicated by the 
increase in divorce. This instability within 
some families is set in sharper focus by the 
increased trend toward companionship, com¬ 
mon interests, and emphasis on democratic 
relations. As one advertisement for a women’s 
service magazine phrased the change: “The 
family climate’s healthier, with a warm and 
sunny weatherness that comes from interests 
shared—from what might best be termed 
‘togetherness.’ ” 

Several decades ago the father was undis¬ 
puted head of the household. He dominated 
the family, and his preferences received first 
consideration. Today, this type of family is 
being supplanted by one that is more demo¬ 
cratic. The father is slipping, or has slipped, 
from his throne as autocrat. He is now a com¬ 
panion rather than boss. His wishes are not 
the only ones which are considered when the 
family is involved. Each member can voice his 
opinion and have his desires acted upon, also. 
Or, if one member’s interests are far different 
from those of the rest of the family, he can 
go off alone—within reasonable limits—and 
do what he wishes. Ernest W. Burgess has 
described this aspect of the family in a chang¬ 
ing society as follows: 

The American family, both in its apparent 
variety and in its essential unity, needs to be 
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viewed in the perspective of social change. It is 
in transition from older rural institutional forms 
to a democratic companionship type of family 
relations adapted to an urban environment. This 
great change in the mores is a vast social experi¬ 
ment, participated in by hundreds of thousands 
of families under the collective stimulation of 
the American ideology of democracy, freedom, 
and self-expression. This experimental situation 
places the emphasis upon the adaptability rather 
than upon the rigid stability of the family 22 

Margaret Mead, anthropologist, has de¬ 
scribed further this aspect of the contem¬ 
porary American family: 

Great readjustment which is occurring in the 
family pattern is the terminability of American 
marriage. As the old religious sanctions which en¬ 
joined fidelity until death, regardless of such 
ephemeral considerations as congeniality or 
"happiness," have faded for large sections of the 
population and have been powerless to save many 
more marriages from dissolution, new ways of 
holding marriages together are developing. The 
life of a family is coming to be seen as a ship 
which may be wrecked by any turn of the tide 
unless every member of the family, but especially 
the two parents, are actively and cooperatively 
engaged in sailing the boat, vigilantly tacking, 
trimming their sails, resetting their course, bail¬ 
ing in storms—all to save something which is 
worth their continuous care. This new ideal, in 
which all the members of a family work together 
to keep alive an ever changing relationship, may 
in time provide us with the necessary new ethical 
sanction within which to give our changing fami¬ 
ly dignity and safety. 2 * 

Family Ufa Education and Family 
Counseling Services 

Married people should be educated to take 
advantage of the social service institutions 
provided to aid those with personal marital 
problems. There should be no stigma attached 
to visiting a marriage clinic or family service 
agency, as there should be no stigma to visit¬ 
ing a psychiatrist. An interview with a quali¬ 
fied counselor who can see the problem 
objectively may save many a failing marriage, 
or assure a successful one. 

The marriage counselor tries to see each 
partner in marriage as an individual with 
certain needs and characteristics. In interview 


after interview, the chief complaint of couples 
who are having marital problems is that they 
are lonely, that they feel isolated from their 
spouse. They no longer seem to share the 
same interests, and even have difficulty com¬ 
municating with each other. They cannot ex¬ 
plain their feelings to their partner, and this 
adds to their frustration, and often their at¬ 
tempts to explain end in quarrels over petty 
issues. 

The marriage counselor must help the indi¬ 
vidual regain his sense of perspective, to 
realize that every problem he faces has been 
faced before, and that his experience with 
previous problems should help him with new 
ones. And even more important, the couple 
should realize that they solved problems in 
the past, and should be able to do the same 
again, if they take one issue at a time. 

Group counseling is one procedure that has 
been helpful in giving couples new insights 
into the problems of marriage and how to 
solve them. In one experiment, couples of dif¬ 
ferent backgrounds who had had relatively 
long and ostensibly happy marriages met with 
counselors to discuss marital problems. The 
couples found that they had all encountered 
much the same problems and that the most 
common were attitudes toward sexual be¬ 
havior, disagreement over parental guidance 
of the children, disagreement over sharing 
responsibility for aging parents, and over the 
number of children a couple should have. 
Often, the couples had not even dared to think 
about these problems to themselves, let alone 
discuss them with their spouse. The relaxed 
atmosphere of the discussion group in which 
everyone freely analyzed their own problems 
and personal shortcomings tended to make 
the couples see their marriages in a more 
objective light. 24 

One of the interesting findings in some 
studies of marital success and failure is that 
the sex relationship of parents is not a valid 
indication of the emotional health and level of 
integration of the family unit. 25 Researchers 
have found some happily married couples 
whose sex adjustment was poor. Conversely, 
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they have also found couples who were phys¬ 
ically compatible but unhappy in their marital 
life as a whole. 

In this country there are relatively few 
marriage clinics as such, but there are two 
hundred and forty family service agencies 
affiliated with the Family Service Association 
of America . 26 

Luther E. Woodward, Field Consultant of 
the National Committee for Mental Hygiene, 
has stressed the need for more family counsel¬ 
ing services that are educative and preven¬ 
tive: 

It is seventy years since the first family so¬ 
ciety was organized in America, and in many of 
our cities family services have been operating 
continuously for forty to fifty years. That seems 
too long a time to go on correcting family dif¬ 
ficulties without making concerted efforts on the 
preventive side. If leaders in the public health 
field had been as slow to undertake the educa¬ 
tion of the public in health measures many of us 
probably would have been victims of one or an¬ 
other epidemic. In the case of family and com¬ 
munity pathology people do not die so quickly. 
But that is no justification for failing to educate 
for family living with a view to preventing seri¬ 
ous family difficulties. The wisdom of a preven¬ 
tive program is apparent; yet after seventy years 
of family service extremely little education for 
family living is being undertaken by the staffs of 
family agencies. 

This reminds me of a sanity test that the 
Cornwall coast natives are reputed to have used 
for a long time. Anyone suspected of mental im¬ 


balance was brought into a room where water 
was flowing from a faucet into a bucket. The 
patient was given a cup and asked to bail the 
water out of the bucket. If he first turned off 
the faucet before he began dipping, he was con¬ 
sidered sane. If he proceeded to dip the water 
out while the water poured in from the open 
faucet, he was considered insane. Our neglect 
of education for family life hardly justifies a 
judgment of national insanity, but the point 
seems clear. To go on bailing out a third of the 
marriages through the divorce courts while a 
constant stream from the same potentials flows 
in hardly seems like good sense.... 

As a result of his years of experience in 
the field of family counseling, he has also 
submitted a “Decalogue for Marriage”: 

I submit it not as the last word on psychologi¬ 
cal insight, but simply as evidence that the basic 
concepts of family life and of interpersonal rela¬ 
tions in the family can be stated simply and 
succinctly enough so that hopefully they may 
be transmitted somewhat from mouth to ear. 
The whole story cannot be told in these simple 
epigrammatic statements, but they are, I think, 
suggestive of the kind of insight and understand¬ 
ing that can be fostered through education for 
family living. It can hardly be gainsaid that per¬ 
sons who acquire an appreciation of the truths 
embodied in these ten brief statements would, 
through such appreciation, greatly strengthen 
their own family life. 


Decologv* for Morriogo 

1. Happy homes do not just happen. They 
are made by the understanding and cooperative 
zeal of the people who live in them. 

2 . Sex is as God-given and worthy as sight, 
hearing, or speech and like these is to be used 
intelligently and artfully for the enrichment of 
life. 

3. In marriage all things add up: congenial 
conversation, sexual harmony, shared interests, 
practical helpfulness, and worship in spirit and 
truth are interrelated and strengthen each other. 

4. Love fully and well, but make not a bond 
of love, for love is a quality of free spirits; and 
while love is the foundation of marriage and the 
home, demand not its constant expression for 
no one loves anyone 100 per cent all of the time. 

5. As mates you need many interests in com¬ 
mon which you share in the doing and others 
which you pursue separately and share only in 
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AM I WEU-BAIANCED? 

Your answers to these questions are a good indication of your emotional 
maturity, and so of one aspect of your fitness for marriage. Read each ques¬ 
tion carefully before you answer “Yes” or “No.” Refer to page 621 for scoring. 

1. Do you greatly dislike very bossy people? 

2. Do you like to write personal letters? 

3. Do you like people who are more clever than you? 

4. Is it hard for you to like “yes” people? 

5. Do you like to entertain friends at home? 

6. Do you usually plan your work in detail? 

7. Do you have great confidence in yourself? 

8. Do you frequently attend church services? 

9. Can you usually cheer up a depressed person? 

10. Do you ever rewrite letters before mailing them? 

11. Will you fight to get your own way? 

12. Does praise or blame affect you very much? 

13. Has anyone ever given you a very “raw deal”? 

14. Do your friends think you are conceited? 

15. Is it annoying to you to lose an argument? 

16. Do your friends often talk about you behind your back? 

17. Is it hard for you to keep your temper in check? 

18. Do you dislike cautious and conservative people? 

19. Do you believe present moral standards too strict? 

20. Do you frequently feel miserable or grouchy? 
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the telling. Let each of you fully respect the 
individuaUty of the other for mates are not as 
two peas in a pod. 

6. Live fully today and mar it not by undue 
thought of tomorrow’s difficulties, and “Let not 
the sun go down on thy wrath.” Wrath there will 
be occasionally but let it not be stored up and 
carried into the morrow. 

7. Strive for the grace of full acceptance of 
your mate notwithstanding his (her) shortcom¬ 
ings for these are likely then to disappear. And 
remember that while marriage and family living 
usually result in personality growth, obvious ef¬ 
forts to educate or “reform” one’s mate are sel¬ 
dom successful. 

8. Dwell upon the virtues and strengths of 
your mate and let them be praised to her (him) 


and to others, for we are all so made that we 
respond favorably to positive attention but are 
driven away or confirmed in our folly by criticism 
and nagging. 

9. As the springs and tires on the family car 
take up the occasional bumps in the road and 
make them of little account, so members of a 
family must absorb and make of no account the 
occasional hostility and bad temper which one or 
another may show. To respond in kind is to make 
the road more bumpy. 

10. Learn to share your feelings frankly be 
they feelings of affection, perplexity, or irritation, 
and be equally ready to accept those of your 
mate, for marriage can survive many troubles 
but cannot endure sham and pretense. Its greatest 
security is in being genuine and real. 27 
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PROJECTS 


1. Make a list of the members of the opposite 
sex who have especially appealed to you as 
a possible marital partner. Then list some of 
their outstanding psychological characteristics. 
Can you note any significant factors in their 
appeal to you, factors that tie into your psy¬ 
chological background and needs? 


2. Observe women who are strangers to you. A 
good place for your observations is a bus or 
railroad station. Study the expression on each 
woman’s face and decide whether she is mar¬ 
ried or single. After you have made your 
“guess." note whether or not she is wearing 
a wedding ring. Keep a record of your "hits” 
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and "misses.” Analyze your own criteria as to 
whether a woman “looks” as though she were 
married or single. 

3. Examine books and journals in your library 
that deal with courtship and marriage. Sum¬ 
marize any findings that supplement or clarify 
the content of this chapter. 

4. The chapter on counseling presents some sug¬ 
gestions for the person who must continue to 
live with an irritating personality, such as a 
boss or a neurotic mate. It is easier to live 
with a difficult boss than with a difficult mate 
because the identification with the mate is 
much stronger than with the boss. Irritating 
experiences with a mate break the ties of 
identification so frequently that the irritated 
partner must depersonalize the relationship. 
In such cases, the stronger partner may look 
upon the weaker person as a kind of “patient." 

This kind of adjustment enables many cou¬ 
ples to remain married even though the rela¬ 
tionship has lost its former mutuality. The 
stronger partner looks after the weaker one 
with a great deal of intellectual consideration 
but very little feeling of identification. 

What arc some of the desirable and un¬ 
desirable aspects of this kind of adjustment 
on the part of many American couples? 

5. Clinical studies of marital relations indicate 
that many wives resent the husband's com¬ 
ment, "That’s woman’s work!" This resent¬ 
ment is especially pronounced in regard to 
the physical care of the baby. When a hus¬ 
band helps to take care of the baby, does 
dishes, and scrubs the kitchen floor, is he being 
unjustly domineered or is he really participat¬ 


ing in the home responsibilities for the bring¬ 
ing about of a well-integrated home life? 

6. One of the major difficulties in counseling the 
prospective husband and wife is that intel¬ 
lectually correct answers to questions about 
their attitudes toward sex may be no more 
than lip service. Gelolo McHugh, Family Life 
Publications, Inc., Durham, N. C., has pre¬ 
pared a sex knowledge inventory and a Afar- 
riage Counselor’s Manual to be used with it 
as a means of gaining insight into the im¬ 
portant attitudes toward sex. Here is the first 
question of the inventory: 

What is the relation between sex attraction and 
love? 

A. Satisfies a physical need only. 

B. Love always plays a part in sex attrac¬ 
tion. 

C. Sex attraction is more important than 
love. 

D. Sex attraction is a normal part of love. 

E. Sex attraction ends when there is no more 
love. 

The choice of D is the best answer. Docs the 
right answer reveal very much about the indi¬ 
vidual’s level of maturity where it is possible for 
him to take sex into his life and use it as a 
healthy way to express love and affection? Does 
it reveal the presence of feelings of guilt about 
sex’ Does the right answer indicate whether the 
person really thinks of sex as merely a physical 
aspect of marriage? Of course the Manual re¬ 
commends procedures for clarifying problems of 
this kind and dealing with them. Discuss the 
kinds of questions and techniques of counseling 
that might be used in pre-marital counseling. 
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TYPICAL ADJUSTMENTS OF A FIRST-BORN CHILD 


TO THE BIRTH OF A SECOND CHILD 



!. IHt fiftl child it in a pliatont Hate ol ongoing 
aclMfjf. Ho It IHo Cent# •/ attention. 



3. The direct Intelligent approach in the lorn ol 
helping to lake care ol the baby will give him now 
recognition. 



5. Substitute activities of negative value, such os 
"naughtiness." are very likely to appear. 



2. Alter the boby oppeart, he lotos the center ol 
attention. He hot o problem borrier, ond will mok# 
on adjustment oi 3, 4. 5 or 6. 



4. Positive substitute activities, tuch at reoding or 
games with playmolet. It o more likely adjustment 
thon a direct intelligent approach. 



6. If odjuitmenti exemplified in 3. 4 and 5 do nof 
produce satisfaction, he con still resort to o power¬ 
ful method ol regaining attention—invalidism. 


C H A P T I It FOURTEEN 

FACILITATING 

THE CHILD f S ADJUSTMENTS 


The ability of the adult to deal effectively 
with behavior problems in children depends to a large extent on the adult's 
own adjustment to the problems in his personal experience. 
Is the adult strong enough to withstand the emotional shocks and attacks 

that he meets in children’s disobedience, lying, 
stealing, sexual demonstrations, and defiance? The adult's 
social relationships with others, his sources of personal 
satisfaction, his strivings for recognition, his acceptance of authority, 
and his adjustment to love and sex life—all influence his ability 
to deal constructively with children and their problems. 
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FACILITATING THE CHILD S ADJUSTMENTS 


T he study of children’s behavior is im¬ 
portant to the student of psychology for many 
reasons. Their behavior often exemplifies the 
adjustments discussed in previous chapters. 
Any person who wishes to understand adult 
behavior can go some way toward it by 
observing children’s problems and their ad¬ 
justments to them. Indeed, one of the most 
helpful questions in the understanding of 
many an adult is, "What would this man’s 
behavior mean if it were that of a small boy?” 

Furthermore, most college students would 
be helped immeasurably in their own adjust¬ 
ments if they were to arrive at a better under¬ 
standing of those of their own parents. A 
goodly percentage of students, for example, 
have been reared by the type of mother who 
was emotionally insecure and anxious. She 
found it necessary to protect her child from 
all sorts of real or fancied dangers, would not 
allow her child to play actively lest he become 
overheated and catch a cold, wanted to make 
sure that he ate enough of the right foods, and 
insisted that he wear rubbers and take his 
raincoat. At the same time that she fussed 
about her child’s welfare, she also complained 
that she was a "slave” to her family and was 
unappreciated by her husband and children. 

The person who has learned to view his 
parents’ adjustment patterns in a clear-cut 
perspective is well on the way toward a 
clearer understanding of his own personality 
characteristics. 

Later, when the student becomes a parent, 
he has the advantage of greater insight and 
intelligent control of his methods in rearing 
his own children. If, for example, he has 
developed strong adjustment tendencies in the 
direction of dealing with his daily problems 
by means of formulas for behavior, strict rules 
of conduct, and mathematically exact answers, 
he should expect that he will seek a knowl¬ 
edge of rules for the rearing of his children. 
Once he has learned a rule, he will be apt to 
apply it with mechanical rigidity. Of course 
such a father is likely to develop either a 
pathetic duplicate of himself or a rebellious 
child. 


Formulas and rules for child training are 
less helpful to the parent than an open-minded 
perspective toward typical childhood behavior 
and an intelligent ability to project oneself 
into the child’s life. 

When eighty parents were asked to respond 
to the California Personality Test as they 
thought their 12-year-old children would, a 
comparison of the parents’ answers with those 
of the children indicated that parents do not 
understand their children very well. The 
mothers and fathers generally under-estimated 
their child’s concept and feeling of self-adjust¬ 
ment, and over-estimated his social adjust¬ 
ment. On the whole, they were more accurate 
in describing the child’s social adjustment 
than his personal adjustment. This is proba¬ 
bly because they could observe their off¬ 
spring’s social interactions. The results of the 
study show that father-son understanding is 
closest, then comes mother-son, mother-daugh¬ 
ter, and father-daughter in order from high 
to low. 1 

The clinically trained psychologist has the 
mental perspectives and abilities to feel as the 
child feels; many intelligent parents also 
acquire the same psychological acumen. 

The parent who appreciates adjustment 
tendencies and feels himself into the growing 
child’s mental life has a marked advantage 
over the parent who is psychologically obtuse. 
Th* latter may, sooner or later, discover that 
his child is a serious problem to him. If, for 
example, a ten-year-old boy fails to go home 
when he should because he finds the company 
of neighbors more satisfying than that of his 
parents, the father who lacks insight into 
childhood behavior may decide that punish¬ 
ment will induce more desirable conduct. It 
may not. The child may persist in his mis¬ 
conduct. In desperation the father may con¬ 
sult a person trained in child guidance. Per¬ 
haps he will be told that the boy feels rejected 
because of the recent birth of a baby sister. 
He may be advised to overlook some of the 
boy’s bad behavior, become a better com¬ 
panion to the boy, and encourage him to 
participate in the family life. After pursuing 
the prescribed treatment for a day or two, 
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the parents may decide that the boy is more 
mischievous than ever. The father reports that 
the recommended treatment is a terrible 
failure. 

In such a case the contribution of psy¬ 
chology to the aid of the parents appears to 
have failed, but only because they lacked a 
proper appreciation for childhood adjust¬ 
ments. The father should gain an understand¬ 
ing of the adjustment concept as expressed by 
his son, so that he will have some basic prin¬ 
ciples of child training—a kind of working 
philosophy. If he does, he will persist in the 
application of these principles, because he will 
realize that no one can expect a child to 
change his deep-seated adjustment patterns 
suddenly. The patterns are too deeply in¬ 
grained. The father must appreciate that the 
boy continues to feel rejected and needs long¬ 
term assistance in developing the feeling that 
he is loved and wanted. When a child has 
learned to feel rejected and has developed 
adjustments of the hostile, defensive, or with¬ 
drawal variety, that kind of response becomes 
more or less fixed as a regular form of be¬ 
havior and appears even when no real threat 
to self-esteem is present. As an adult he is 
likely to be full of anxieties, self-doubts and 
fears—he expects to be ignored or hurt. 

The mere application of rules for child 
training helps few problem children overcome 
their problems. The greatest aid to the parent 
is an intelligent insight into the dynamics of 
the problem child’s behavior. 

Predisposing Influences In 
Childhood Ad|usfmenfs 

Parenthood increases each parent’s respon¬ 
sibilities, involves some changes in standards 
of living, restricts^ freedom of certain move¬ 
ments, and compels each parent, particularly 
the mot her, to per form many additional tasks 
at regular intervals. It also bringTabouT im¬ 
portant changes in the affectional relation 
between husband and wife. The new baby 
may become, in some ways, a rival for the 
affection of the mate. If the new father is 
lacking in his personality maturity, he may 


reject both the role of father and the child. 
Cases of such extreme rejections are not un¬ 
usual in our clinics. Far more common, how¬ 
ever, are the cases of children who realize that 
they were or are unwanted and develop feel¬ 
ings of rejection. Children who feel rejected 
tend to develop detached, seclusive personali¬ 
ties and to have few friends.* Many are 
unable to respond to the affection of others. 
Some are hyperactive, aggressive, rebellious, 
or resentful of authority. Rejected children 
are reported to show relatively a very high 
susceptibility to behavior disorders and de¬ 
linquency. 1 Some of them develop charac¬ 
teristics with constructive value, at the high 
cost of being rejected, evidently as defense or 
compensation. Many, fortunately, seem able 
to survive rejection without serious per¬ 
sonality damage. 4 

The behavior of a growing person is the 
result of many factors which operate through¬ 
out his life. One of the most important factors 
in helping him to attain the security he needs 
to develop well emotionally is to know that 
he is accepted by his parents. The importance 
of the home and the people with whom he 
lives is basic to his capacity for developing 
adequate adjustments to life’s problems. 

One of the most important predisposing 
influences in the life of the child is the at¬ 
titudes of the parents toward each other. The 
broken home and the home filled with marital 
discord are statistically associated with the 
behavior of problem children. 5 

The child whose emotional loyalties have 
been torn between two quarreling parents is 
almost certain to have deepseated anxieties 
that motivate him in later adjustive situa¬ 
tions. 

Parents who are cold and impersonal to¬ 
ward the child, who dominate or belittle him 
or who make him feel incapable and rejected 
contribute much to the child’s nonadjustive 
patterns. The child feels anxio us and his 
anxieties spread to many activities and situa- 
t,ons - The-g prld a n d peop l e a pp ear.Jp him 
to be very hostil e. His negative value adjust¬ 
ments in later years are likely to be numerous 
and deepseated. The child who grows up in 
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BEHAVIOR PROBLEMS CONCEIVED AS EVASIONS OP 
SOCIAL REQUIREMENTS 


EVASIONS 
■r WITHDRAWAL 

Fearfulness 

Sulkiness 

Dreaminess 

Shyness 

Dependency on 


Cowardliness 
Unsocialness 
Dependency on 


Pedantry 
Solitariness 
Fear of criticism 
Suspiciousness 
Inability to cany 
responsibility 


Soda! inadequacy 


ESCAPES 


PRODUC¬ 

TIVE 

A C n V TT T 


Neurotic complaints Invention 
Economic dependency Research 


Drug addiction 
Functional insanity 
Suidde 


Literature 

Art 


REQUIRE ME NTS 
IMPOSED ON 
INDIVIDUAL BEHAVIOR 


PAMILT 


NEIGHBORHOOD 


COMPANION! 


LAW 


EVASION! 

IT ATTACE 

Temper tantrums 
Disobedience 
Overactivity 
Aggressiveness 
Defiance to authority 
Fighting 
Delinquency 
Rejection of routine 
Pursuing own methods 
of work 

Wanting to direct 
Breaking conventions 
Antagonistic attitudes 
Exploitation of own 
authority 
Contentiousness 
Egocen tricity 


CONSTRUCTIVE 

ATTACKS 

Competitive 

Eiploiation 

Industrial 

SodJuJd politi¬ 
cal reforms 


DESTRUCTIVE 

ATTACKS 

"Psychopathic" 


"I won't work" 
Crime 


From E. K. Wickman, Teach*n and Bthocbr fnhUtm. TU Commonwealth Fund. New 
York. 1938. 


a home that has a constant air of doom and 
gloom is likely to develop a lasting convic¬ 
tion that the world is full of trouble and that 
he must defend himself from those who might 
take advantage of him. He expects difficulties 
that do not exist. 

Several studies have shown that poor ad¬ 
justments on the part of parents, with inter- 
parental frictions, tend to produce tensions 
in the next generation. The mental attitudes 
of husband and wife toward each other and 
their home are far more significant in the 
child’s environment than their formal educa¬ 
tion, such as whether the wife has had train¬ 
ing in home economics. 6 

In one study of differences in behavior 
between parents of conduct-problem children 


and parents of nonconduct-problem children, 
the parents and their child while in a special 
laboratory were asked to construct stories to 
a scene which included a variety of buildings 
and people. While the parents and their child 
performed the task, two trained observers 
rated the parents’ behavior toward each other 
and toward the child. The analysis of the find¬ 
ings showed that the parents of the problem 
children were significantly more rejecting and 
hostile toward their child than were the 
parents of the nonconduct-problem children. 
However, the experiment did not prove that 
rejection and hostility on the part of the 
parents caused the problem behavior on the 
part of the child, but it does indicate the 
kind of behavior that might be expected in 
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TWE diacram on the opposite page roughly illustrates two characteristic 
methods by which the individual evades behavior requirements imposed by 
social forces. 

The requirements set up for the individual, first as a child in the home, then 
in the school, and later as an adult in the greater social order, are represented 
in the central portion of the diagram. The two methods of evading require¬ 
ments are shown in the columns to left and right 

There are listed only the more extreme examples of attacking and withdraw- 
mg behavior which may be observed to occur at various stages of individual 
development; lesser degrees of these evading tendencies may be detected 
in most individuals. There is no intention to attach moral or ethical values 
either to conformity to or evasion of requirements. 

Behavior development leading to adult social maladjustment of the attacking 
or of the withdrawing type does not proceed along pure or regular stages as 
the diagram might suggest. Though there is a tendency for an individual to 
£arn to respond characteristically by attack or by withdrawal, both kinds of 
behavior often occur together in the same individual. Early habits of evading 
requirements may work themselves out to constructive or productive ends 
and in that case they may modify the social requirements. Though art, litera¬ 
ture, science, political and social reforms may represent evasions of social 
requirements in individual cases, the inference is not to be drawn from the 
diagram that such activities are always the product of confiict with social in- 
fluences or social forces. 

It is psychologically unsound to make fine distinctions between withdrawing 
and attacking forms of behavior, inasmuch as both represent individual 
modes of response to frustrations experienced on encountering social require¬ 
ments The distinctions between them are sharply made, however, by social 
attitudes toward the individual who responds in a manner that is interpreted 
as attack or withdrawal. 


families where there is a child who is mani¬ 
festing a conduct problem. 7 

Some of the child’s infantile experiences 
and tendencies have no noticeable bearing on 
the adult personality, but the majority of 
emotional disturbances found in adults arise 
from simple beginnings in early childhood. 
Appropriate changes in the home environment 
and skillful handling of the child, especially 
the child with a difficult problem, will enable 
him to attain satisfactory and even excellent 
personality maturity. If the parent is warned 
in advance about likely shifts in the child’s 
behavior, he can improve his competence in 
meeting these developments. 8 

When the family atmosphere is congenial 
and the two parents are well adjusted and 


identify themselves with each other in the 
family relationship, few problem children 
occur—because in such an atmosphere a child 
feels secure, wanted, and is given consistent 
encouragement and discipline. He is likely to 
be given a share in making family decisions, 
a most important factor in happy character 

development. 9 

One of the major influences in the intel¬ 
lectual approach to the child on the part of 
the American parent of today is the empha¬ 
sis on democracy in our government and 
culture. We believe in individual freedom, 
equality, and the right to pursue happiness, 
but such privileges for the child require a 
high level of emotional maturity and psycho¬ 
logical skill on the part of the parent. Very 
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few parents who believe in democracy in gov¬ 
ernment and freedom for the individual have 
as yet learned how to conduct weekly house 
meetings which help to give each member of 
the family a feeling of belonging and of hav¬ 
ing an essential, respected part in making 
decisions about the home life. Once this prac¬ 
tice becomes an integral part of our culture, 
many cases of problem children will be 
corrected. 10 

The direct influences of the parents’ adjust¬ 
ments, expressed by their suggestions and 
examples, are less easily recognized than the 
direct influences learned from books and other 
formal instruction and expressed in the ver¬ 
balized procedures. The former are acquired 
through each parent’s adjustments throughout 
his life and are a basic part of his personality. 
The latter influences are intellectual and less 
basic, but can be discussed and acquired, as 
indicated by the large amount of published 
material now available for the treatment of 
childhood problems. 

Contributions from Experimental 
Psychology 

Harry F. Harlow of the University of 
Wisconsin, using monkeys, has been studying 
the factors leading to the affection of a child 
for its mother. An appreciation of the ways 
this affection takes place is fundamental to an 
understanding of future infant development. 

Harlow experimented with infant monkeys 
to determine whether the satisfaction of pri¬ 
mary drives (especially those of hunger, thirst 
and pain) is the genesis of love. He removed 
the infant monkeys from their natural 
mothers immediately after birth and placed 
them in cages with substitute or surrogate 
mothers. He used two types of surrogate 
mothers; one was constructed of a wire mesh 
cylinder which contained a nipple for nursing. 
The other was based on the wire cylinder, but 
was covered with a layer of sponge rubber 
over which a piece of terry cloth was placed. 
If it was desired, the cloth “mother” could 
nurse the infant. However, whether “she” 
nursed the infant or not, the results of the 
experiment seemed to prove that the most 


important factor in the presence of a mother 
was not her ability to nurse, but rather the 
fact that she provided constant, comforting, 
physical contact. The monkeys spent most of 
their time clinging to the cloth mother, 
nuzzling her, and evolving much the same 
type of affection for her as did those monkeys 
raised with their natural mothers. When the 
experimental monkeys were frightened by 
outside stimuli, they fled to their cloth mother 
and clung to her for assurance. When placed 
in a room which contained strange objects, 
the monkeys would cautiously go exploring! 
frequently running back to the cloth mother 
for assurance and comfort. However, if the 
monkeys were deprived of their cloth mother 
or left with the nursing wire mesh mother, 
they exhibited signs of extreme fright and 
would “freeze.” In all the tests run on the 
monkeys, it was found that they loved their 
cloth mothers as much as a natural mother, 
and their love for these cloth mothers had 
not arisen out of the mother’s ability to 
satisfy their drives, but out of her more com¬ 
forting presence. Even though they received 
food from a wire mother, young monkeys still 
preferred the cloth mother, which provided a 
“comfort feeling." Freightened young mon¬ 
keys sought security on the laps of the cloth 
mother. 

Harlow’s experiments also showed that 
monkeys raised by a cloth mother and per¬ 
mitted contact with other infant monkeys 
were able to establish a pattern of normal 
sexual behavior. However, those cloth- 
mothered monkeys which had been deprived 
of contact with their peers as they matured 
were incapable of gratifying their sexual de¬ 
sires. This would seem to indicate that sex 
education and consequent maturity depends 
largely on contacts with the opposite sex 
during childhood and adolescence. In spite of 
some successes with cloth-mothered monkeys, 
Harlow found that they were failures as 
mothers themselves; as infants they had 
known love only through comforting contact 
and therefore, they could provide little else to 
their offspring. Permanent psychological dam¬ 
age was incurred by monkeys raised without 




Wi>* and clolh mol her turrogol at w 
preferences oI mlont monkeys. Tht 
thtir hm» clinging to tho to It doth 
nutting bottles wort attached to tho 
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real mothers and without peers. Their social 
development was arrested. Their mating was 
not very successful and they did not make 
good parents even when mating was success¬ 
ful. They became “helpless, hopeless, heart¬ 
less mothers devoid, or almost totally devoid, 
of any maternal feelings.” Their own young, 
however, were lavish in affection and regard¬ 
less of the mother’s efforts to beat them off, 
often wore down this resistance." 

The significance of Harlow’s findings for us 
here is to realize the importance of association 
with peers and of a comforting physical con¬ 
tact during infancy to the psychological well¬ 
being of the individual. The infant who is 
deprived of the loving caresses of his mother 
will be unable to develop his own affections. 
Nursing does not seem to be the “fountain of 
love,” but rather, a means to provide contact, 
which is the genesis of love." 

Effects of the young monkey’s contact with 
his peers is also very important in the in¬ 
fant’s psychological adjustment shown by ex¬ 
periments when some were raised without 
mothers but in the company of age-mates and 
with mothers but without age-mates. The 
maternal relationship is clearly significant but 
experimental evidence indicates that oppor¬ 
tunity for infant-infant interaction under 
optimal conditions may compensate for lack 
of mothering. An especially critical period in 
the monkey’s development occurs somewhere 
between the third and sixth months of life 
during which social deprivation, particularly 
deprivation of the company of its peers, 
irreversibly blights the animal’s capacity for 
social adjustment. 

Motherless infants, raised from birth by 
cloth surrogates, but allowed to play with 
age-mates in a specially constructed play¬ 
room equipped for climbing and swinging, 
developed normally in every respect in spite 
of the lack of maternal care . 13 

Experiments with infant rats have further 
confirmed Harlow’s findings. Denenberg 
worked with infant rats to determine the 
influence of the mothers on the emotional 
stability of their offspring . 14 He found that 
emotionally disturbed mothers raised emo¬ 


tionally disturbed offspring. This, however 
was not entirely caused by heredity as in¬ 
dicated when he had infants reared by 
mothers who were not the infant’s natural 
mother. Offspring reared by emotionally dis¬ 
turbed mothers, regardless of the emotional 
characteristics of the natural mother, showed 
more anxiety than offspring reared by normal 
mothers. A further finding was that the in¬ 
fant’s emotional state influenced the mother. 
Mothers who raised emotionally disturbed 
young became emotionally upset themselves 

The emotional stability of the rats was 
determined by placing them in a new situa- 
"on, in this case, a box marked off in squares. 
The disturbed rats reacted in much the same 
manner as did Harlow’s disturbed monkeys; 
they cowered in a corner and defecated 
frequently. The stable rats would cautiously 
explore their new surroundings and their emo¬ 
tional stability was correlated to the number 
of squares they entered. 

Denenberg also found that comforting phy- 
sical contact played a large part in influenc¬ 
ing emotional stability. Those infant rats 
that had been handled by the researchers 
scored more favorably on emotionality tests 
than did those rats that had not been touched. 
He also tested the effects of an interesting 
and more comfortable environment on the 
stability of the rats. He placed both healthy 
and disturbed rats with members of their peer 
group in separate large boxes which contained 
various objects to facilitate play behavior 
and exploratory behavior. Both healthy and 
disturbed rats who were raised in this “free 
environment" performed much better on emo¬ 
tionality tests, indicating the effects of en¬ 
vironmental opportunities on stability. 

An interesting sidelight of the Denenberg 
experiments showed that placing emotionally 
disturbed rats with stable ones might improve 
the latter’s ability to perform in new situa¬ 
tions, but definitely detracted from the for¬ 
mer’s ability. The emotionally disturbed rats 
appeared to be cowed by the normal ones, 
and the latter seemed to be reinforced by the 
withdrawal behavior of the disturbed rats. 
This last point could have great significance 
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in therapy today. The results of these and 
other experiments may indicate that placing 
a maladjusted individual with healthy indi¬ 
viduals has little therapeutic value; indeed, it 
may have unfavorable effects on both. This 
hypothesis, however, needs further research. 

It is impossible to experiment with human 
children as Harlow did with monkeys in order 
to absolutely correlate his findings with 
human development. However, case studies 
of children reared in impersonal institutions 
or by indifferent mothers or nurses indicate 
a pathetic comparability. Spitz made a study 
of infants of two kinds of environments: a 
foundling home and a nursery. The conditions 
there were sufficiently similar to provide a 
basis of comparison with some of the studies 
of animals. 

Spitz used “Development Quotient” tests 
to determine the growth, both mentally and 
physically of all the children. After the first 
four months, the foundling home children 
were developing at a rate that almost equaled 
normal. The nursery children lagged far be¬ 
hind. However, at the end of the last four 
months of the year, the nursery infants had 
progressed in their development at a rate that 
was almost normal, while the foundling home 
infants had dropped far below normal. 

There are several possible reasons for the 
differences in the development of the two 
groups of infants, but they all seem to stem 
from the amount of stimulation the infants 
received, both from adults and their peers. 

In the foundling home, the infants were all 
breast fed, unless their health prohibited it, 
until they were at least three months old. 
Therefore, they had the benefit of comforting 
physical contact for three months, although it 
was undoubtedly somewhat sporadic. In every 
case, the decline of their development cor¬ 
responded to the end of breast feeding. Aside 
from being deprived of the contact that breast 
feeding provided, there were other factors 
working against the development of the 
foundling home children. They were separated 
from each other and never played together. 
Often sheets were draped over the sides of 
their cots so that they were walled in from 


the rest of the world; they could see only the 
ceiling. There was no impetus to move, and 
they lay in their cots hour after hour, to the 
extent that they wore hollows in their mat¬ 
tresses, and this further impeded even the 
simplest movements. There was no stimula¬ 
tion, no encouragement in their lives to do 
anything other than lie in their beds and 
wait for the nurses to make their periodic 
checks. 

In the nursery, however, the infants had 
their mothers with them almost constantly. 
When they weren’t playing with their mothers 
or other infants, they could see them through 
the glass partitions that separated the infants’ 
cots. There were always stimulating factors at 
hand. Often these children were the only 
outlets for their mothers’ affections because 
the mothers had been rejected by society and 
family. The infants lacked little that normal 
families could give. 

The foundling home infants learned to 
walk, talk, and feed themselves at a rate far 
below normal. They were more susceptible to 
disease, in spite of the best medical care. 
Without a mother or a substitute mother they 
became almost vegetable-like. There was no 
incentive for them to progress. As Spitz says: 

.it is the security provided by the mother 
in the field of locomotion, the emotional bait 
offered by the mother calling her child that 
‘teaches’ him to walk. When this is lacking, 
even children two to three years old cannot 
walk .’’ 15 The children who survive the phy¬ 
sical diseases that isolation of this sort seem 
to breed are lucky if they can ever develop 
at a rate that even approaches normal. Like 
Harlow’s isolated monkeys, they become phy¬ 
sically and mentally maladjusted beings. 

Psychologists can, in some instances, recog¬ 
nize certain emotional disturbances in the 
infant that will have a bearing on his future 
development. These emotional disturbances 
are often indicated by habits which the baby 
has adopted; one of these habits is self- 
rocking . 16 

Normal self-rocking is merely an indication 
of exuberance and energy in the infant. How¬ 
ever, it is the opinion of some psychologists 
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that repetitive and agitated self-rocking is an 
indication of anxiety in the infant which has 
been caused by a loss of comforting physical 
contact with his mother. The infant rocks 
himself in an effort to replace this lost contact 
or substitute for it. Perhaps he thinks motion 
will bring him closer to his mother, or per¬ 
haps his mother was in the habit of rocking 
him to sleep, and he derives more pleasure 
from rocking than in stimulation of his other 
senses. The motion of rocking might also 
lessen the helpless feeling of passively waiting 
for his mother to return. 

The mother of the infant who exhibits 
these symptoms of anxiety may be the ideal 
mother ostensibly; however, perhaps she has 
not played with her child enough, or has 
decided that if she caters to his every whim 
he will become spoiled. Whatever the reasons, 
agitated self-rocking is usually an indication 
of anxiety in the infant. 

Parent Fixations 

Reports of animal experiments and clinical 
studies usually deal with aspects of ineffec¬ 
tive parenthood such as failure in giving the 
child feelings of security in the parent-child 
relationship. Examples of maldevelopment of 
the child also take place because the parent- 
child relationship is too tight. In the animal 
world, the parents get the young ready to 
shift for themselves and then push them 
out of the nest or the den. Some human 
children, however, are emotionally unable to 
leave home. They may leave home in the 
physical sense but remain there psycholog¬ 
ically. 

Occasionally we meet the boy of seventeen 
who marries a forty-year-old woman. Such a 
marriage does not necessarily indicate that 
the boy has a mercenary motive. The woman 
may be a widow or spinster who has no 
money. Sometimes the widow has several 
children older than the bridegroom. Why 
does a young man marry a “girl” of that 
type? 

In the Greek myth, Oedipus was led to kill 
his own father and to marry his mother, 


Jocasta. Freud and his followers have pre¬ 
sented some evidence to indicate that sons 
become attracted toward the mother and 
daughters toward the father. The former fixa¬ 
tion is called the Oedipus complex and the 
latter is called the Electro complex. Clinical 
psychologists have found that the boy who 
fixates his emotional life in the mother image 
may be jealous of his father, who is a great 
barrier to his love for his mother. When the 
boy grows up he may become rebellious to¬ 
ward the schoolteacher or the executive, be¬ 
cause they are symbolic of the authority of 
the father. Some of the greatest men of his¬ 
tory never married until after their mothers 
died. Others married but respected their 
mothers more than they did their wives. 

Edward A. Strecker, who has had extensive 
experience as a civilian and army psychiatrist, 
found considerable evidence to cause him to 
conclude that the high incidence of neuropsy¬ 
chiatric disorders (nearly 20 per cent of men 
of draft age, World War II) in the United 
States was largely the result of psychological 
immaturity. In the majority of cases, he 
believed this to be the fault of the mother 
(and occasionally the father) who consciously 
or unconsciously prevented the child from 
growing up. The mother who consciously or 
unconsciously but selfishly prevents the child’s 
emotional emancipation is almost certain to 
have an adverse influence on the child’s 
maturity. 17 

When a mother hugs and kisses her small 
boy far more than she does her husband, she 
may be conditioning her child for bachelor¬ 
hood or for a troublesome married life. It is 
often quite natural for mothers to direct their 
starved affections upon their children because 
the fathers are too busy in the office and the 
shop to be companionable to their wives. For 
a while after marriage, the husband may have 
given his young wife all the loving companion¬ 
ship that she craved, but, as time went by 
and the children came, father had to get his 
nose closer to the grindstone. Consequently, 
he delegated all the care of the children to 
the mother. 

The “secretarial” complex on the part of 
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certain executives is one result of the over- 
affectionate mother. Some executives have a 
child-like dependence upon their secretaries. 
The executive who claims that he has the 
perfect secretary would be surprised to know 
that she is really average in comparison with 
good secretaries. His admiration is often 
based upon the fact that he unconsciously 
associates his secretary with his mother. In 
such a situation the secretary represents the 
mother image to the executive; she may be 
the most powerful member in the organiza¬ 
tion. His subordinates soon learn that they 
must not antagonize her. The secretarial 
complex is not wholly disadvantageous in its 
mild form. To some men it is a logical and 
helpful means of emotional adjustment. 

Mothers Who Work 

Today, very often, the mother must work 
to supplement the family income. This means 
that she is away from home for a good part 
of the day. It has long been presumed that 
her absence will have a bad effect upon the 
children. Until recently, however, little actual 
research had been done on this question. 
Then, a thorough study of this problem was 
undertaken in California. In a school district 
which contained 16,000 pupils, there were 400 
who were serious counseling problems. An 
analysis of the place of the mother in the 
home of these 400 was undertaken. The chil¬ 
dren were subdivided according to different 
family structures: Group I—Employed 
mothers, Group 2—Stepparents or guardians, 
Group 3—Lack of adult male, Group 4—A 
control group. 

Having a working mother contributed to 
only one quarter of the total number of cases 
in need of psychiatric help. Apparently, there 
are an equal number of non-problem children 
whose mothers work. This seems to indicate 
that as long as the child is made to feel 
secure and happy, the mother's full time 
employment away from home does not create 
a serious problem for him. 

According to the California Test of Per¬ 
sonality which these children took, different 


personality components can be associated to 
a significant degree with the differing home 
situations. For example, the most serious 
problem of the group who lived with step¬ 
parents was nervous symptoms (70%) and 
those children who belonged in families which 
lacked an adult male did not have as great a 
sense of personal worth as the others. 18 

One investigator found that if the mother 
enjoys her job, she may feel guilty about 
leaving her child. These feelings of guilt are 
especially common among women of the mid¬ 
dle and upper classes who usually do not need 
to work for financial reasons. If the mother 
does feel guilty, she tends to lavish her time 
and affections on the child when she can be 
with him. It is possible that she may spoil 
him and overprotect him to the extent that 
he may become a rather passive and nonag- 
gressive child, for he knows that his mother 
will sooner or later be there to fight for him. 
However, when the happily employed mother 
does not feel burdened with household chores, 
the child is not likely to feel neglected be¬ 
cause the mother usually tries to make the 
life he can’t share with her as pleasant as 
possible for him. 

On the other hand, the mother who resents 
her having to work or is dissatisfied with her 
job is more likely to make life at home diffi¬ 
cult for the child. She may insist that he do 
many household chores so that he will not 
enjoy too much the home she hates to leave. 
The child in turn, resents his mother and may 
become assertive and hostile. 

Aside from the guilt feelings of the mother 
who enjoys her job, and the resentments of 
the mother who dislikes hers, it is reasonable 
to expect that the well-adjusted woman who 
has proven herself outside the home to her 
own satisfaction will return home at the end 
of the day with a feeling of accomplishment, 
looking forward to a pleasant evening with 
her family in which she can devote her time 
to her child. Generally, most studies indicate 
that a mother’s employment, per se, may not 
have the harmful effects once assumed. 19 

Children who have happy relations with 
their parents seldom resort to delinquent 
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forms of behavior as a means of satisfying 
their repressed aggressions. Their anxieties 
tend to find normal outlets. In contrast with 
those who have happy relations with their 
parents, the children who have developed 
deep-seated hostility toward the parents may 
turn to delinquency as a means of “punish¬ 
ing" the parents. Girls who feel unwanted and 
unloved often find it easy to indulge in 
flagrant sexual delinquency as a means of 
punishing the parents as well as gaining a 
kind of temporary affection. The problem 
behaviors of delinquents are adjustive and 
can be understood only in terms of the indi¬ 
vidual’s problems, emotional needs, and 
attitudes. 

Sibling Rivalry 

The only child can be made to feel that he 
is a functional part of the family set-up, but 
his integration is upset at the birth of an 
interloper called “your baby brother” or 
"your baby sister.” Both mother and father 
of necessity must direct greater attention 
toward the new baby. Under these circum¬ 
stances the older child resorts to aggressive or 
regressive tactics in order to regain a lost 
sense of significance or even to avenge his 
displacement. 

His attempts to regain his lost importance 
may be expressed in vocal form as "Throw 
the baby away,” in bodily attacks on the 
baby, or in ignoring its presence. SewalPs 
analysis of jealousy took as subjects a group 
of seventy small children consisting of one 
third nursery school children and two thirds 
clinical or "problem” children . 20 Of the 
seventy children who had younger siblings, 
thirty-nine were reported to be jealous and 
showed their jealousy in the following ways: 


1. Bodily attacks on the younger sibling. 26 

2. Ignoring the presence of the sibling. 2 

3. Denying having a younger sibling. 2 


4. No outward manifestation toward the sibling, 
but definite personality changes at the time of 
its birth. 9 

The last-mentioned group of cases showed 
a wide variety of personality changes, such 


as more temper tantrums, more destructive¬ 
ness, changes to withdrawal types of be¬ 
havior-daydreaming, shyness, or timidity. 
Sewall found that when the ages of the chil- 
dren at the birth of the youngest child were 
studied: "Jealousy seems to be associated with 
an age difference of from eighteen to forty-two 
months, for two-thirds of the children of that 
age difference were jealous, as compared with 
one-third of all the children whose age differ¬ 
ences were greater or less than that amount.” 

This finding may indicate that when chil¬ 
dren are closer together in age than eighteen 
months they share the same interests, and that 
children more than four years apart in age 
have interests that do not clash. If the 
younger child is sufficiently younger, the older 
child may not arouse enough competitiveness 
to cause resentment. 

Additional findings from Sewall’s study 
indicated that four fifths of the children 
whose mothers were oversolicitous were jeal¬ 
ous. Similarly, four fifths of those subjected 
to inconsistent discipline were jealous. When 
the families were divided into two categories, 
well adjusted and poorly adjusted, it was 
found that ten per cent of the children In 
the well-adjusted homes and sixty-three per 
cent of the children in the poorly-adjusted 
homes were jealous. “The inference seems 
justified that there is a tendency for jealousy 
to develop in an atmosphere of maladjust¬ 
ment, such maladjustment often meaning an 
overprotective mother, a negative father, 
some marital or other discord, and incon¬ 
sistent discipline.” 

As Murphy and Newcomb concluded, after 
summarizing several investigations of jealousy 
in children: 

...a background of maladjustment is apparent 
against which jealousy stands out, not as the 
inexplicable fruit of a field devoid of other per¬ 
sonality difficulties, but as a growth well nour¬ 
ished by the soil in which it and its ilk are found. 

From such studies as these it is clear that 
competitiveness, standing up for one’s right in 
the family groups as elsewhere, is normal and 
within limits acceptable to adults; that when it 
begins to make trouble either because of its in¬ 
tensity or because of inept or troublesome ex- 
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pression it is given the name of jealousy and 
becomes “problem behavior.” 2 * 

Intelligent parents prepare the older child 
for the birth of the younger before it takes 
place. They prepare him for the inevitable 
change in his status: 

It is better for the child to know ahead of 
t.me that a baby is expected so that he can get 
used to the idea gradually. This helps less than 
an adult would expect because the small child's 
imagination may not create anything like the 
reality. He may visualize an animated doll to 
tote around or a full fledged companion. Even if 
he knows and loves a neighbor's baby, he is apt 
to find that his mother’s baby evokes entirely 
different feelings. Most professionals in the chil- 
dren s field feel that the child should know that 
the baby is growing within the mother's abdomen 
I his is not primarily for the sake of abstract 
honesty but because it is known that many chil¬ 
dren beyond the age of 3 and some under 3. 
suspect the truth anyway, through a combination 
of shrewd observation, slips in the conversation 
of adults and perhaps a touch of intuition One 
supposedly innocent 3-year-old will call attention 
to his mothers changing girth with hints, partly 
questioning, partly accusatory. Another will sud¬ 
denly hit at her abdomen as if already jealous of 
what he suspects is there. The child who is hesi¬ 
tantly coming to his own conclusion that the new 

in mo,h " is “My >» become 
troubled. It is not that he cannot take the truth. 
What worries him is his mother's evasion in con¬ 
tinuing to talk about the stork theory or the 
hospital theory in an unconvincing tone when 
he is pretty sure the baby is coming from else- 

f r "' S re,rain from the 

child the truth for fear that it will open the door 

nci°fi !. r r Cmba ^ a$Si . ng qucs,ions - This is an un- 
jusufied fear. The child before the age of 6 years 

will not put his parents on the spot to explain 
conception. The likely question will be, “How 
did the baby get in there?” to which at this age 
tne most understandable answer is that the baby 
grew from a seed which was there all the time 
lo the question, “How will it get out?” the an¬ 
swer might be, "Through a special place." Inci¬ 
dentally parents should be warned against pre¬ 
dicting the sex of the baby ahead of time since 
a wrong guess may lead to long-lasting disappoint- 

Some mechanical readjustments in the house- 

! kV re Ju Ua,iy necessi,a,ed by the arrival of 
a baby. Wherever possible these should be made 
several months before the baby’s birth and pre¬ 
sented to the older child as evidence of growing 


up. If he is to move into another room or into 
a big bed, he should graduate to them because 
he is a big boy and not be dispossessed by the 
rival in person. If he is to enter a nursery school 
he should become well established there before 
his mother’s confinement. Then when the baby 
arrives, even though the older child feels some¬ 
what slighted at home, his satisfying life at nur¬ 
sery school will help to ease the pain. If he is 
sent off to nursery school after the baby’s arrival, 
he may resent it as banishment, resist going, resist 
fitting in. 

It is vital, particularly when the older child is 
in the neighborhood of 2 years, that he feel com¬ 
fortable and secure with the adult who will care 
for him while his mother is in the hospital. If a 
relative or maid is coming into his home, she 
should either be someone whom he knows well 
and loves, or she should come two or more weeks 
ahead of time and take over his care gradually. 
When a very young child is abruptly left in the 
care of a stranger, he may behave well while his 
mother is away, but when she returns all his 
latent anxiety suddenly comes to the surface. 
Such a state may last for many months and make 
even more difficult his other problem of adjusting 
to the baby. 

First impressions are most important. When 
a mother and father bring the new baby home 
from the hospital there is usually a great deal of 
hectic confusion for at least an hour. The older 
child is lost in the shuffle. No one has time to 
fuss over him and he stands by, looking wretched. 
If possible he should be off on an excursion dur¬ 
ing this time and come home when his mother 
is able to take him in her arms and give him 
her undivided attention. 

Now that the baby is at home what are the 
parents' cues? The first principle is to play down 
the importance of the baby. This means talking 
about him as little as possible, enthusing over 
him as little as possible, taking care of him casu¬ 
ally when the older child is around. The hardest 
thing for many children to take is seeing the baby 
nursed, especially when this is at the breast. 
Often the older child will want a bottle, too. and 
it is a wise mother who cheerfully provides it 
If this is well handled the child will not repeat 
the request often since he finds that the bottle 
is not really a delight. 

Even though one advises the mother to feed 
and care for the baby as much as is practical 
when the older child is preoccupied with other 
activities, she should, of course, be equally 
warned against shutting him out of the nursery 

.T" has ,he dcsire 10 s « what is going 
on there. If there is a relative or nurse helping 
out in the early weeks, it is usually best to have 
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this person taking care of the baby, allowing the 
mother to give as much attention to the older 
child as she used to. 

Then there are the other relatives. When the 
father comes home from work he should resist 
the natural impulse to greet the older child in 
the front hall with the question, “How’s the 
baby been today?" but should stop to play with 
him for a while before he drifts in to see the 
newborn. When Aunt Nellie telephones to ar¬ 
range a visit to the baby, the mother can remind 
her that the older child is still counting on being 
her favorite and will appreciate a present much 
more than the baby will. 

So often Aunt Nellie in her thoughtless en¬ 
thusiasm greets the older child with the breath¬ 
less question, "Where’s that darling baby sister of 
yours? I have brought her a present." For these 
situations the mother might have a box of ten¬ 
ant store toys from which to produce a gift each 
time one arrives for the baby. 

Many parents have already heard of the value 
of letting the child share in the ownership and 
care of the infant. It is fine for the older child 
to bring the bottle from the icebox or the towel 
to the bath provided he enjoys his work and does 
it spontaneously. Another child will overcome 
the feeling of being an outsider by an elaborate 
care of her doll which follows her mother’s care 
of the baby to the last detail.* 2 

When the older child feels that he is really 
secure again in his family constellation, 
wanted and loved by his parents, he usually 
loses his more severe sibling jealousies. Sibling 
rivalry probably never entirely disappears, 
but the relations between siblings may de¬ 
velop into rich companionships. Most siblings 
soon learn to protect each other in the im¬ 
pacts with neighborhood gangs and school 
factions. They learn to share each other’s 
persecutions and conspiracies. Their mutual 
problems and interests should help them to 
develop a better sense of belonging to both 
the family and the community, especially 
when the parents appreciate the drastic ad¬ 
justment required on the part of the older 
child on the arrival of a rival. 

Disciplining fha Child 

Children neglected because of a broken 
home, disinterested parents, or other abnormal 
conditions are likely to misbehave, but most 


children are reared by parents who try 
desperately to make their children “good." 
These latter parents often seek counsel in 
their child training, and many of their ques¬ 
tions center around discipline. To them, "dis¬ 
cipline” means punishment. Actually, it means 
to learn. 

Some parents who believe in rigorous dis¬ 
cipline do have children who are "good" in 
the sense that they have withdrawn into 
themselves to so great an extent that they 
cause the parent little trouble. Almost any 
parents of low intelligence and strong muscle 
can have a well-behaved child of the fearful, 
subdued type. Severe bodily punishments are 
employed by parents who are either too lazy 
or too dull to learn how to use more intelli¬ 
gent methods in guiding the child. Case 
studies of children who have a decided with¬ 
drawal pattern of behavior show that very 
many have suffered from abusive treatment: 
physical punishment, loud scoldings, and 
threats. Persistent states of fear have been 
developed that cause the child to react fear¬ 
fully in many later situations. 

As pointed out above in the discussion of 
sibling rivalry, if the psychological atmos¬ 
phere of the home is positive, guiding the 
child becomes relatively easy. The parental 
example is one of the strongest influences on 
the child’s developing patterns of behavior. 
However, parents may be unusually well- 
balanced emotionally, highly intelligent, and 
constructive in their techniques, and still have 
many problems in child training. One kind of 
problem is exemplified by the parent who 
says: “Why is my toddler good as gold for 
a while and then suddenly becomes perverse 
and puzzling?” 

An explanation of basic significance is avail¬ 
able from the years of systematic research by 
Dr. Arnold Gesell and his associates of the 
Yale Clinic of Child Development. 

Gesell has found that children do not grow 
in a mechanically steady manner. Children 
grow by shedding old habits and taking on 
new ones. The child’s mind grows by making 
forward "thrusts.” During a "thrusting” 
period the child is in disequilibrium, dis- 
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carding old ways and reaching for new ones. 
In such periods, he is in a state of confusion 
and instability. As he gradually masters new 
patterns, his equilibrium improves, and a 
period of stable behavior continues until 
another forward thrust brings about disequili¬ 
brium with its problems for the parent. 

Stages in stable and unstable equilibrium 
are likely to occur in a typical infant at more 
or less alternative ages: sixteen weeks, relative 
equilibrium followed by a transitional period 
in which he shows a dawning sensitiveness to 
strangers. By twenty-eight weeks he is again 
more composed and in a state of balance. 
Periods of lessened equilibrium and reorgani¬ 
zation recur at the age of two and one-half, 
three and one-half, and six years. Children 
who are confused by their inner drives need 
added love and security, not spankings. 

Periods of reorganization are usually char¬ 
acterized by negativism in the preschool child. 
He will not do what he can do, and he cannot 
do what he wants to do. When the two-and- 
a-half-year-old child seems particularly per¬ 
verse, it should be remembered that his mental 
life organization is poorly developed. This 
also accounts for the regression in toilet habits 
which frequently occurs at about this age. 
Even though he knows what is expected of 
him, the child’s inner confusions inhibit his 
behavior and make him appear to be obsti¬ 
nate. Sometimes there are extraordinary fac¬ 
tors, such as illness or emotional crises, which 
may be influencing the child's behavior. If 
present, these factors should be investigated; 
however, if no factors which would be ex¬ 
pected to militate against the child’s good 
behavior are present, general health-preserving 
care is indicated. 

In addition to the typical negativism of 
young children, all children suffer frequent 
frustrations and may adjust to them by ag¬ 
gression. This may happen when adults im¬ 
pose their wishes, often unreasonable to the 
child, at times when he is already in a state 
of mental uncertainty. The average parent 
regards the misbehaving frustrated child 
merely as disagreeable or naughty, and pun¬ 
ishes him. If the parent could only appreciate 


the fact that the frustrated child has a prob¬ 
lem, he could help the child make adequate 
adjustments through expressions of under¬ 
standing, examples of what to do, and en¬ 
couragement in doing the right thing. 23 

Children’s Developmental Phases 

Stages in development are obvious in the 
life of the toddler and the adolescent. These 
stages tend to produce confusion for the child 
and the parent. Furthermore, the parent’s con¬ 
fusion is often accentuated by the child’s 
ambivalent behavior. 

Ambivalence, or manifestations of double 
feelings toward the same person, refers to 
reactions in which opposing trends of emo¬ 
tion appear simultaneously. Almost all chil¬ 
dren show ambivalence by statements such 
as, "I am going to kill my daddy.” Such feel¬ 
ings are most pronounced in the affectional 
relations of children, but also appear in adult 
behavior, as exemplified by the sweetheart 
who says to her suitor whom she really loves, 
“I hate you.” Reactions such as these are nor¬ 
mal and do not merit a reprimand on the 
part of the suitor or discipline of the child 
by the parent. 

Children of older ages as well as toddlers are 
constantly undergoing mental reorganization. 
Many college students can recall “thrusting” 
stages in their development. The adolescent’s 
typical drives are toward complete inde¬ 
pendence. He wants to make his own decisions 
without interference from his parents. He 
wants to decide when and where he will go 
and when he will return. He likes to belittle 
his parents and their ideas. Even the furniture 
at home and the clothes of the parents are 
ridiculed. In certain stages of adolescence the 
child can just barely tolerate his parents. 

In a study of 1,278 high school boys of 
relatively comparable backgrounds, Meissner 
found that as the boy progresses through 
adolescence he tends to become more depressed 
and dissatisfied with his life. Perhaps the most 
significant indication of this growing feeling 
of depression is that while one third of the 
freshmen studied admitted to feelings of 
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loneliness, one half of the juniots and seniors 
experienced loneliness.* 4 
Adolescence is a very difficult time for most 
young people. Teenagers are exceptionally 
self-conscious as they feel themselves going 
through physical changes that they cannot 
understand. We all know the short and 
pudgy boy who suddenly shoots upward, at 
the same time that his voice squeaks down¬ 
ward. Meissner found that the teenagers 
worried about their shyness, felt that they 
were misunderstood, were troubled about find¬ 
ing a job, and often wondered whether they 
were normal or not. They also worried about 
marks, except for the seniors who had the 
relief (or disappointment) of knowing that 
they could do no more to change their aca¬ 
demic standing. 

When the adolescent boy reaches the quiet, 
secretive phase of development, he does not 
want his father to be a pal. He wants pals 
of his own age. “At this stage of his son’s 
adolescence, the wise father will begin to fish 
and to golf alone again—or with pals of his 
own age.” 25 

In a later stage of adolescence, the young 
person tries to improve his adjustments by 
intellectual analysis of himself and the world. 
He believes that he could construct a much 
better social and economic order than the one 
in which he lives. He has ready solutions for 
many of the problems that have bothered the 
great thinkers of his age! 

Obviously, the child who adjusts to his 
social situations by withdrawing into himself 
needs systematic and continued encourage¬ 
ment and invitations to participate in normal 
social activities. He may still need discipline 
from time to time, even though his with¬ 
drawal stemmed from former discipline. How¬ 
ever, he especially needs discipline in the 
spirit of, “This act is wrong, but I love you.” 
The wise disciplinarian can discipline the 
child for his wrong acts; others merely disci¬ 
pline the child. 

To most parents and teachers, discipline is 
a personal issue rather than an objective pro¬ 
cedure. This results in causing the child to 


feel that the disciplinarian does not like him. 
Effects of this harmful procedure are revealed 
"hen the child says, "My dad doesn’t think 
very much of me," or, "Nothing / do would 
ever please my mother.” Discipline should not 
humiliate the child. He ought to feel that he 
•s still loved and that the discipline was fair. 

When discipline is needed we should not 
think of children as “good” or “bad,” but as 
“learning.” They need constructive discipline. 
The child gets a sense of security when he 
has consistent discipline that teaches him the 
limits in his behavior. The pressures exerted 
by intelligent loving parents give him patterns 
for his conduct. If he knows and obeys the 
rules of society, he will f ee l more at home in 
his society. 26 

Investigations by mental hygienists of the 
values of discipline refute the erroneous in¬ 
ference that the “new psychology” advises 
parents to let children do as they please. 
Rather, parents who use no discipline and no 
restraint tend to rear playboys, delinquents, 
and psychopaths. 27 

Parents who abdicate their authority and 
allow the child to run wild lose the child’s 
respect and fail to give the child the develop- 
ment necessary for orderly happy living. Nor 
should the parent utilize pleasant rewards 
only to bring about desired behavior. Good 
conduct purchased by means of frequent re¬ 
wards is only a veneer because it does not 
arise from an inner conviction on the part of 
the child. 


Behavior Problems of the Aggressive 
and Withdrawal Varieties 

Man is born with a capacity to react with 
a variety of emotions. He has within him the 
lion (the will to fight) and the rabbit (the will 
to flight). He exhibits three major emotions 
in response to a threatening situation: Anger 
directed outward toward others—rage; anger 
directed inward toward himself—depression; 
and anxiety—fear. The bodily changes pro¬ 
duced in anger are different from those pro¬ 
duced by depression or fear. Man’s early 
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childhood experiences largely determine in 
which of these ways he will react under stress. 
His emotional development is not finished at 

v rlh ' devel °P ed « he grows older. 

Young children are usually more outwardly 
aggressive than older ones. The older ones are 
usually more anxious and direct their hostili¬ 
ties inward. The latter emotions are a result 
of the acculturation of the child; he is becom- 
mg an adult and conforming to the society in 
which he lives.™ 

Young children express a great deal of 
aggression. As they become older, they be¬ 
come more inhibited. When the child is three 
he is probably more openly aggressive than he 
will be at any other age. As the child grows 
up, the forms of his aggression change and 
become more varied. Crying and direct coun- 
lerattack g.ve way to leaving .he scene, verbal 
expressions, appeals io an adult for help, and 
general inhibition of his feelings. 

Evidently the kind and amount of frustra¬ 
tion and punishment a child experiences are 
very important in determining what his ag- 
gressive and dependent drives will be like 
Adjustments of the hostile aggressive vari¬ 
ety are exemplified in disobedience, fighting, 
rejection of routine, delinquency, conten¬ 
tiousness, and refusal to cooperate. Clever 
parents and teachers avoid open conflict and 
try to direct the established tendencies into 
competitive sports, exploring the world of 
pets, or other interests. The parent who re¬ 
mains calm when faced by defiance and rage 
can often relieve the situation through humor 
or through actively participating with his 
child in some diverting activity. A funny 
story or an appeal to take part in some inter¬ 
esting sport will help the rebellious child far 
more than the use of brute force. 

Withdrawal adjustments are closely re¬ 
lated psychologically to aggression, in the 
sense that both represent hostile modes of 
response to the social situations. Hostility 
may be expressed by overt aggression or by 
passive resentment. Parents, teachers, and 
other adults evaluate the two modes of re¬ 
sponse quite differently, imagining that the 


passively hostile child is a “good” child. The 
child who deals with his problems by means 
of withdrawal—fearfulness, sulkiness, day¬ 
dreaming, shyness, solitariness, fear of critic¬ 
ism, and overdependence on adults—is usually 
liked because he does not annoy others. He is, 
however, very unhappy within himself. After 
attaining adulthood, he is apt to be beset with 
nameless fears and acute anxieties. He is like¬ 
ly to nourish his suspicions and to develop 
neurotic complaints. Of course, many people 
who adjust by withdrawal reduce their ten¬ 
sions in the course of development by seeking 
relief in the quiet nonsocial activities of read¬ 
ing in libraries, enjoying laboratories, art, or 
inventing. Unfortunately, some also develop 
escapes from reality in the forms that lead to 
alcoholism, drug addiction, and insanity. 

Interestingly, several studies indicate that 
isolation in infancy and childhood is helpful 
in the development of a scientist. An only 
child has no friction among brothers and 
sisters and does not have to vie with them for 
his parents’ attention. Often the only child is 
brought into contact with the adult world 
sooner and develops a mature outlook more 
rapidly than he would if he were in constant 
contact with his peers. And, he cannot help 
but receive more attention than if he had 
brothers and sisters. 

Isolation in childhood may force the intelli¬ 
gent child to turn to books for enjoyment. He 
may withdraw into himself and gradually be¬ 
come introverted. He may find pleasure in the 
activities of his own mind and not have a 
need for constant companionship to find enter¬ 
tainment. Psychologically, he becomes equip¬ 
ped for the isolation that research requires.™ 
Of course the isolation, per se, does not cause 
the child to become a scientist. Rather, the 
child’s adjustment to the isolation happens to 
give him a predisposition toward the satisfac¬ 
tions enjoyed by a typical scientist. 

Stze of family is often believed to be very 
important in adjustment. Most people assume 

that the larger the family, the better the 
prospects for good adjustment. The findings 
of several studies indicate that the large 
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family does not necessarily provide the child 
with a more favorable environment for per¬ 
sonality development as compared with the 
family in which there are only two or three 
children. There are some indications that 
children from smaller families may fare better 
psychologically than children from larger 
families. 30 

How to Interpret the Child's 
Behavior to the Child 

College students and parents who have 
taken a few courses in psychology are apt to 
attempt psychological analysis of the child 
to the extent that they become amateur prac¬ 
titioners of psychotherapy. Such practice is 
dangerous. Dr. Rudolf Dreikurs, Professor of 
Psychiatry, Chicago Medical School, offers an 
excellent explanation of what the parent 
should and should not do in regard to inter¬ 
pretation: 

Psychological interpretation should not be con¬ 
fused with attempts to analyze, to pry into the 
unconscious, to dig into deep sources of motiva¬ 
tion. We do not advocate psychological analysis 
on the part of anyone who is not thoroughly 
trained and qualified to conduct psychotherapy. 
But wc must distinguish between psychotherapy, 
which is a tool of psychiatrists and trained psy¬ 
chotherapists, and interpretation, which everyone 
who is dealing with children should be able to 
make. The main distinction between the two is 
the kind of psychological mechanisms and prob¬ 
lems which are examined and analyzed; only 
psychotherapy can reveal the past development, 
the formation of deep-seated concepts, of the life 
style of the person, child, or adult. Interpretation, 
on the other hand, is concerned solely with 
present attitudes and immediate purposes. 

Every parent and educator should have some 
psychological knowledge and some understanding 
of the probable nature of a child’s personality. 
In difficult cases, this knowledge may be obtained 
through the services of a psychiatrist or trained 
child psychologist. But analytical knowledge 
should never be used for conversations between 
you and your child; it can serve only as a guide 
for your general management of the child. You 
must take cognizance of the child's actions and 
attempt to influence them. Discussing the ques¬ 
tionable action with a child is one of the most 
successful ways of changing it. An effective dis¬ 


cussion. however, should never investigate why 
a child acted in a certain way. but only explain 
for what immediate purpose he did that. The 
distinction between “why’’ and “for what pur¬ 
pose’ may seem, superficially, to be insignificant. 
However, it indicates the complete difference be¬ 
tween emphasis on the past and on present goals. 
There may be a thousand reasons which led to 
a present attitude of a child; but there is only 
one purpose possible for his actions. The search 
for the "why is, for the untrained person, mere 
guesswork; the recognition of the purpose indi¬ 
cates understanding. 

The child responds in a different manner to 
an explanation of causes than to an explanation 
of the goals of his actions. Explanations such as 
jealousy, lack of self-confidence, feeling of being 
neglected, dominated, or rejected, feelings of 
guilt or self-pity, regardless of how accurate they 
may be in explaining the child’s behavior, are 
accepted by the child at best with friendly indif¬ 
ference. It tells the child only what he is. His 
reaction is quite different when told what he 
wants: to get attention, to show his superiority, to 
be the big boss, to demonstrate his power, to get 
even or to punish others. Such interpretations of 
his true intentions, when correct, evoke immedi¬ 
ately a very definite and characteristic reaction 
on the part of the child. This reaction is immedi¬ 
ate and automatic, a “recognition reflex," and 
indicates the correctness of the interpretation. 
It consists of a roguish smile and a peculiar 
twinkle of the eyes, characteristic of the cat who 
swallowed the canary. The child need not say 
one word, or he might even say, "No"; but his 
facial expression gives him away. This discern¬ 
ment of his psychological attitude generally leads 
to an immediate change in the particular behavi¬ 
or. especially in a young child. Even very young 
children, as soon as they comprehend the mean¬ 
ing of words, that is, at two years of age, are 
capable of conscious understanding of their in¬ 
tentions and are inclined to change their attitudes 
when they are made aware of them. That docs 
not imply a complete change of the life style, 
but it may lead eventually to a change of basic 
concepts in relationship to other people. 

Even psychological interpretations must be 
used with care. If repeated or overdone, they 
no longer are revelations. They should never 
have a humiliating or belittling effect and should 
never be translated by the child as fault-finding 
and criticism. It is generally advisable not to 
make a definite statement, “You do that because 
you want to...” Much better are remarks of 
vague conjecture, “I wonder whether you don’t 
want to...?" Could it be?" Such discussions 
never can do any harm. If you are on the wrong 
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track, you just do not get any reaction. Then you 
can make another conjecture and the child’s reac¬ 
tion will indicate which one was correct. 

Two boys, nine and ten years old. annoyed 
their mother by using bedtime for fighting in 
their beds. Mother could not stop it and did 
not know what to do. I had a talk with the boys 
I asked them why they went on fighting after 
going to bed. I did not expect the correct answer 
to this question, but wanted to hear what they 
had to say. They both explained that it is so 
much fun to fight in bed when it does not hurt 
to be thrown down on the pillows. That was their 
rationalization. 

I asked them whether they would mind if I 
told them the real reason. Of course they 
wouldn't mind. Then I ventured, "Maybe you 
do it just so that mother will come several times 
to remind you to be quiet." The younger one 
said indifferently, "It could be." The older one 
said nothing, but beamed. One should know that 
the older one was the favorite of the mother and 
depended upon her, while the younger one felt 
somewhat excluded and relied upon himself for 
his position in the world. Generally, the younger 
was the one who started the fights, but in this 
particular situation the older brother obviously 
had instigated the fights for the sake of getting 
his mother’s attention, bringing her back to the 
bedroom every so often. Nothing more was said 
or done about it; but after our short discussion 
the evening fights stopped and never were re¬ 
sumed. That does not mean that the older boy 
suddenly became independent of his mother. But 
this particular method was no longer useful once 
he recognized his purpose. 11 

No parent should expect a child to answer 
correctly the question, "Why did you do 
that?" The child cannot be expected to know 
why he behaves in a certain way. He needs 
help in order to understand himself and the 
purposes of his conduct. The wise parent does 
not try to give the child such understanding 
immediately after some act of misconduct. 
Nor should the parent be angry or excited at 
the time. 

Child training is one of the great arts of 
mankind. Few peoples and few persons have 
mastered it. 

Unfortunately, a high level of formal edu¬ 
cation on the part of the parent does not 
assure good personality adjustment on the 
part of the children. In one study of 256 
fifth grade children of small town and rural 


schools, the indices of family socio-economic 
status used were the occupation of the father 
and the educational level of both the father 
and the mother. In general, the analysis 
tended to support the hypothesis that higher- 
status children showed fewer indications of 
maladjustment. However, an unexpected find¬ 
ing was that children whose fathers had the 
highest level of educational achievement, post¬ 
graduate study, showed greater indications of 
personality maladjustment than many of the 
children who came from homes where the 
fathers were not as well educated. 12 

Fortunately, however, our modern scientific 
investigators have developed many principles 
of value for the present-day parent. A very 
brief summarization of some of these findings, 
not emphasized in this chapter, indicate that 
the child needs: 

1. Full satisfaction of his sucking instinct. 
Not only must sucking periods be of suf¬ 
ficient length and frequency to satisfy the 
infant, but they must be administered 
while the mother gives her close attention 
so that both mother and child may ex¬ 
change warmth and affection. 

2. Unhurried training of the functions of ex¬ 
cretion. Toilet training should not be 
pursued militantly. Socialized habits can¬ 
not be taught until the child is physically 
and emotionally ready. 

3. A long period of consistent mothering by 
one individual, which satisfies the child’s 
psychological and biological needs. This 
stimulates mutual growth and gratification 
of mother and child. 

4. Parents who are so well-adjusted to each 
other that they may be capable of setting 
a consistent pattern for his love develop¬ 
ment. 

5. Absence of harsh disciplinary measures at 
his infantile manifestations of sexuality. 
He can learn effectively what is expected 
of him by parental example and societal 
attitudes. 

6. Treatment commensurate with his posi¬ 
tion as a person of some importance of 
his own. He should be credited with needs, 
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rights, and feelings, and should be given 7 
adequate explanations of parental authori¬ 
tative measures. 


7. Truthfulness, honesty, and sincerity, which 
are essential in dealings between parents 
and the child. 
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PROJECTS 


1. Discuss reasons why many children will not 
go to their parents to discuss problems. What 
are the characteristics of parents that encour¬ 
age, and what of those that discourage, the 
child in the bringing of problems to them? 

2. Why do children react disdainfully to the 
parent’s assertion. "When I was a child... 
What can the child do about it when the 
parent harangues him about what he did as a 
child? 

3. Certain effects are likely to show up in the 
personalities of children who were reared too 
leniently, as well as in the personalities of 
those who were reared too strictly. List some 
of the likely later problems or characteristics 
of children reared under each of the two ex¬ 
tremes. 

4. Discuss techniques of reprimanding the child 
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in the spirit of, “The act is wrong, but I love 
you," versus, "I am punishing you for what 
you did.” 

5. What are the effects on the child’s psycho¬ 
logical development when he is punished by 
the “silent treatment”—when the parent will 
not speak to him for several days? 

6. How can the child be integrated into the life 
of the home through the performance of 
chores? What chores or tasks can the city child 
be required to do? 

7. What is the effect on the child when the parent 
almost never gives a definite "no" or "yes" 
to the child's request for permission to do 
something which he is uncertain about? Also, 
what is the effect when the parent habitually 
withholds permission for several hours or days 
before granting it? 
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Tho universal need lor improving interviewing pro¬ 
cedures hot caused psychology deportments 0 1 several 
universities to establish institutes lor the teaching 0 1 
effective techniques. Here are pictures, lor example, 
token at the Personnel Psychology Services Center. 
University oI Houston. 




line executives and employment specialists ore dis¬ 
cussing with Dr. MocNoughton the proper us. ol tests 
m industry during the week-long Personnel Testing 
Institute, which is presented onnuolly. Here, such re 
presentotives from buuness and industry have an op¬ 
portunity to become acquainted with the most recent 
developments in personnel testing, learn how to vali¬ 
date tests lot their own companies, ond to integrate them 
into Other aspects of She employment or personnel 
development programs. They also discuss the major 
pitlalls. or misuses, of s.ss* and how So avoid them. 


Interviewing rooms are equipped with one-way gloss windows, interc 
some ol the Institute members woSch a practice interview through 


om systems, and facilities lor tape recording, 
a one-way glass window. 


Here 



PART IV 


industrial psychology 


CHAPTER FIFTEEN 

hiring the employee 

—THE INTERVIEW 


Alfred P. Sloan, Jr., General Motors chairman, 
in an annual report to stockholders stated: “In our existing industrial 
economy the only difference of fundamental nature between 
one business and another operating in the same general field is 
people. The same sources of raw materials are 
available to all. The same equipment will be furnished to 
anyone who may buy. The existing standards of 
technology are largely a matter of common knowledge. The same 
markets are available with the same instrumentalities to 
capitalize them. The same reservoirs of capital are available 
to those who can qualify. All these means are open to everyone, and 
generally speaking, on equal terms. The one major 
difference is people .... A /anagement is a most consequential 
problem as affecting the long-term interests of any business” 1 
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" he man who does the hiring in a company 
contributes to the strength or weakness of the 
organization. If he hires strong applicants, the 
organization will tend to be strong. Converse¬ 
ly, if he hires weak people, the organization 
will be weak. 

In the hiring interview, the main purpose is 
to evaluate the applicant’s potentials for the 
vacant job but an additional purpose is to 
forecast his behavior in relations with the 
other people who are involved in the job. The 
interviewer must forecast how the employees 
will react to him as a person. For this reason, 
the interview may be called a test of ac¬ 
ceptability in human relations. It provides a 
basis for judging not only job skills but also 
how well the two persons, the employer (or 
his representatives) and the applicant, will 
get along with each other. 

The employment interviewer must do far 
more than estimate abilities of applicants. He 
must also do a lot of screening to keep out 
persons who are drifters, troublemakers, 
seriously maladjusted mentally, epileptics, 
sexual deviates, and others who would be 
liabilities rather than assets. And he must 
know what kinds of persons mesh with the 
personality of each supervisor and his em¬ 
ployees. As Elbert Hubbard said: “There is 
something that is much more scarce, some¬ 
thing finer by far, something rarer than 
ability. It is the ability to recognize ability.” 

The incompetent interviewer often fails to 
get correct information and to make sound 
estimates of abilities and social characteristics 
because he is too easily influenced by an im¬ 
pressive personal appearance and glibness in 
oral expression. More basic facts about the 
applicant go unobserved or are overlooked. 

Interviewing is an art which many persons, 
particularly employment interviewers, believe 
that they can practice with a high degree of 
reliability. Actually, studies by psychologists 
some decades ago indicated that when two or 
more interviewers conduct the experiment of 
appraising the same applicant, their appraisals 
often do not agree. 

One of the earliest experiments of this kind 


was made by H. L. Hollingworth; in his ex¬ 
periment fifty-seven applicants for sales posi¬ 
tions were interviewed individually by twelve 
sales managers . 2 Each interviewer conducted 
his interview in the manner that he wished. At 
the end of the interview, the sales manager 
assigned each applicant a rating with respect 
to his suitability for the position in question. 
These ratings were recast so that it was pos¬ 
sible to assign each interviewee a rank ranging 
from one to fifty-seven. The results revealed 
very little agreement on the part of the inter¬ 
viewers. One applicant, for example, was 
rated as first by one interviewer and fifty- 
third by another. 

When Walter Dill Scott had six sales man- 
agers interview thirty-six applicants, the re¬ 
sults showed that in the case of twenty-eight 
of the thirty-six, the interviewers disagreed as 
to whether the applicant should be rated in 
the upper or lower half of the group . 3 

In addition to the proved unreliability of 
the traditional interview as usually conducted, 
the validity of many interviewers’ judgment is 
also dubious. And yet many employment 
interviewers believe that their interviewing ex¬ 
periences give them an ability to judge people 
more accurately than inexperienced inter¬ 
viewers can. Some even imagine that their 
abilities are uncanny, as expressed in this 
statement: 

Not every man has a head for mathematics, 
and not every man has a sense of logic necessary 
for the practice of law. Just so, not every man 
has what I might call the "sixth sense" necessary 
to judge what I truly believe is a series of psy¬ 
chic waves which flows from one man to another 
when in conversation. 

Psychologists have been unable to find any¬ 
thing that would correspond to “psychic 
waves.” It is possible, but has not been fully 
demonstrated in the laboratory, that the facial 
expressions, general bodily movements, bodily 
posture, and changes of pitch, intensity, 
rapidity, and inflection in the voice are noted 
by those who have daily contacts with people 
and analyze their motives. Some executives 
have said that they tend to suspect the man 
who makes a statement and then leans back. 
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Others have claimed that, when a lie is told 
the speaker catches his breath. Salesmen say 
that they know when the prospect is sold by 
the fact that he leans toward the salesman 
The writer decided to test the theory that 
experienced interviewers can detect false 
statements more accurately than inexperi¬ 
enced interviewers. Arrangements were made 
to have eleven experienced credit men and 
fourteen experienced employment interview¬ 
ers, eighteen inexperienced men students and 
seven inexperienced women students, inter¬ 
view several hundred college students! These 
students who were to be interviewed were in¬ 
structed to answer all the questions that any 
interviewer might ask, but to answer some 
truthfully and some falsely. The interviewers 
had the privilege of cross-examining the 
students. 

The questions varied in nature, but were 
of the kind that could be answered in a defi¬ 
nite manner, such as, “How old are you? How 
long have you been in college? How much 
money did you earn during your summer 
vacation? What were your grades in your 
college courses last semester?” Both the inter¬ 
viewer and the interviewee kept a written 
record of the questions and the answers, so 
that it was possible to record the interviewer’s 
accuracy in judging the answers to each ques¬ 
tion. Records were tabulated of the inter¬ 
viewers’ estimates of 3,205 answers to ques¬ 
tions. Of the four classes of interviewers, the 
experienced credit men were wrong in 34 per 
cent of their judgments; the employment men 
in 42 per cent; the inexperienced men in 34 
per cent; and the inexperienced women in 
47.5 per cent. 

A careful analysis of each interviewer’s 
judgements showed that some of the inter¬ 
viewers were better detectors of false state¬ 
ments than others. The experiment indicated 
the following points of note: 

1. The experienced interviewers were unable 
to detect false statements when the “applicant” 
wanted to lie. His detection was largely a matter 
of chance. 

2. An interviewer should depend upon records 
and objective information in evaluating state¬ 


ments of applicants rather than upon his 

“hunches" or “feel" or “atmosphere" or the 
movements of lips and hands. One interviewer 
claimed that he could detect false statements 
from the movement of the lips. The results 
showed that he was one of the poorest inter¬ 
viewers in the group. 

3. The individual interviewers who made the 
best records in judging the statements of the 
students were those persons who had had previ¬ 
ous experience in interviewing students and knew 
the general facts of student life. This indicates 
what one would expect: an interviewer should 
be acquainted with the facts concerning the type 
or class of people whom he interviews. 

4. The individual interviewers who made the 
poorest records seemed to be the "fatherly” 
trusting type of person who did not cross-ex¬ 
amine the applicants. Conversely, the inter¬ 
viewers who made the best records were those 
who cross-examined the applicants, looked them 
in the eye, and pursued a policy of compelling 
the applicant to prove his statements. 

5. The best of the interviewers made bad 
mistakes in their judgments of statements made 
by students who were adept in talking with 
strangers and who wished to baffle the inter¬ 
viewer. The experiment dearly demonstrated 
that, if a person wished to falsify his statements, 
the interviewer could not differentiate the false 
from the true unless he could check the state¬ 
ments objectively. 


When interviewers depend upon their im¬ 
pressions, without reference to records of the 
applicants’ past behavior, they succeed more 
often than they fail, simply because the ma¬ 
jority of applicants want to tell the truth 
rather than not. 

Several investigations of interviewing have 
shown that interviewers disagree among them¬ 
selves regarding the same applicants, that 
some interviewers vary in the consistency of 
their judgments and in their ability to judge 
the applicants accurately. Many experienced 
employment men realize that they cannot 
judge applicants with any great degree of 
accuracy on the basis of the interview alone. 
They try to obtain dependable information 
from former employers or to hire the ap¬ 
plicant for a probationary period. In spite of 
the unreliability of the interview, it will con¬ 
tinue to play an important part in modern 
hiring. Somehow human beings want to see 
each other even though the meeting may not 
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READ THEIR 
RECORDS... 

TIcm or# focii match - 
ed with models who 
closely resemble the 
ocluol solesmen for o 
leading manufacturer 
of aids for hondi- 
copped people. 



Former Doctor Salesman A storied with company 8 yeors 
ogo oiler struggling for years to mote o hying os o 
doctor in o low-income town. Age 4S. Motned: 4 chil¬ 
dren. Lives in o tented house. Has thorough knowledge of 
the physiological cousts of the molody to be helped. 
Keeps up-to-date on medical odvonces. Eitremely inter¬ 
ested In the clients, maintains close contact with them. 


Sociol Register Solesmon 8 hos been with the compony 
lor 3 yeors. College-educated, social background. Member 
©' country dub. olumni association, ond political porly. 
Mamed: I child, lives in own house, hos Independent 
income. Come to the |ob through o personal friendship 
with the president. Formerly worked in bonk. Seldom 
mingles with other solesmen m the compony, Said to be 
snobbish. 



RANK THEM IN 
ORDER OF THEIR 
SALES RECORDS. 

(Sto page 621 for 
their correct order.) 



Smooth Operator Salesman E has sold everything from 
can-openers to vacuum cleaners. Know* oil the tricks. 
Worked lor competitor for 3 years. Widower for many 
years ; no children ; lives at hotel. Is active in local 
soles organization. Good dresser: big spender. Not re¬ 
ceptive to directions, likes to do things his own way. 
resents criticism of any kind. 


Rose From Ranks Salesman F has been with the company 
ever since he first storied »o work, began as clerk, rose 
steadily if not rapidly. Asked for opportunity to enter 
selling 6 years ago. Married I child. Interested in ad¬ 
vancing. Studies ond takes courses regularly. Carries 
heavy life and accident insurance. Intense hobby, stamp 
collecting. 
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. THEN RATE 
THEM AS 
SALESMEN 


Vtltron Soleimon D come to the company oil or dis- 
charg* from the ormy. Wounded in oclion. No visible 
ngn oI disability. Held ronk oI cotporol. Age 25; college 
groduote. single. Hod no previous experience in business, 
father who worked lor the co mpony hod recently died. 
Now helps to support his mother ; lives at home; is 
youngest member ol big lomtly. Ambitious ond anxious to 
loom. 


(Reproduced by permis¬ 
sion from Modern In- 
duslry. Photogrophs 
by Ewmg Gollowoy.) 


Former Failure Salesman G had a bad record when he 
come lo work S years ago. He never seemed to last on 
a job. couldn't seem to figure out why. Hired as a favor 
to a Iriend. Financially burdened. Supports wile. 2 
children, and his wife's parents. Usually in debt and bese/ 
by home and family worries. Well-liked by other salesmen, 
but not by clients. 




306 


HIRING THE EMPLOYEE-THE INTERVIEW 


elicit valid information. They want to find 
out whether or not they would like to work 
with each other. Furthermore, studies of the 
interview—the conversation with a purpose— 
prove that interviewing ability can be im¬ 
proved. Improvability varies with the kind of 
interview used. 

The various kinds of interviews for em¬ 
ployment are the following: 

1. The Free Interview 

This is the customary informal interview 
as practiced by the average employment inter¬ 
viewer. 4 In the well-managed larger companies 
the interviewer usually has had special train¬ 
ing but when all companies are considered, 
the typical interviewer has had no systematic 
training for his work and no constructive 
coaching. He has read no books on interview¬ 
ing techniques. He has no understanding of 
basic psychological concepts, such as the 
adjustment pattern. He follows no organized 
plan and asks whatever questions come to his 
mind. He himself may have emotional mal¬ 
adjustments that cause him to be biased and 
lacking in objectivity in his judgments. He is 
a likely victim of common pitfalls in inter¬ 
viewing such as the following: 

A. Personal Bios 

Each of us, in the course of our psycho¬ 
logical development, collects certain likes, dis¬ 
likes, preferences, and beliefs that in our more 
objective moments we recognize as unfair or 
unjustified. Prejudices are an important fac¬ 
tor in personal bias. If the employer recently 
has hired a man who once sold cash registers 
but failed on the job under consideration, he 
is apt to be prejudiced against all men who 
have sold cash registers. One executive 
claimed that all men who had mustaches had 
failed him. Dozens without mustaches, whom 
he had hired, had failed him too, but he still 
believed that a mustache was an indication of 
poor material for his organization. Some ex¬ 
ecutives dislike applicants who have red hair 
or bad teeth, or wear bow ties, green socks, 


pink shirts, and so on. It is fortunate for 
applicants that executives differ in their pre¬ 
judices, because if one employer rejects them 
they can always go to some other employer 
who may like the very trait for which they 
were previously rejected. 

Some sales personnel men will not hire a 
man who has worked for a competitor. They 
believe that the man who has been trained 
under one set of conditions will cling to those 
former beliefs and habits and refuse to be¬ 
come a teamworker in a new organization. 
Some managers will not hire salesmen who 
have had a systematic training course where 
they had to learn a standardized sales talk. 
On the other hand, one life insurance com¬ 
pany found that 20 per cent of the men who 
had had previous life insurance selling ex¬ 
perience turned out to be successful. 

Other executives do not hire recent college 
graduates because they believe that college 
men require three years in which to orient 
themselves. In this view college men are be¬ 
lieved to want immediate promotions and to 
loathe doing routine work. In college they 
studied international problems, the progress 
of civilization, the boundaries of the universe, 
great social forces, and historical movements; 
hence small wonder that they are bored when 
they must spend hours checking detailed bills 
in a butter-and-egg firm. Once a college grad¬ 
uate finishes about three years of flounder¬ 
ing, these executives will hire him without 
very much quizzing about his past failures. 
It is believed that he is then ready to fit 
himself into the business picture without de¬ 
manding a front seat. 

One executive claims that young single men 
succeed better than young married men. He 
assumes that the young married man is either 
too greatly interested in his wife to study his 
job or he is ambitious to buy his wife expen¬ 
sive articles for her adornment. 

One executive may take applicants for im¬ 
portant positions to dinner and gauge their 
ability by their table manners. Another may 
argue with the applicant to discover how he 
conducts himself toward an unruly stranger. 
The empirical rules for hiring vary with the 
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executive. Most of these rules are merely the 
result of a few dramatic instances. Many are 
without sound statistical basis. 

Prejudices often affect findings from inter¬ 
views that are supposed to be so systematic 
as to overcome subjective influences. Rice 5 
made an analysis of the findings of twelve 
trained interviewers as to the cause of the 
downfall of 2,000 vagrants who had applied 
for free lodging. The interviews were stand¬ 
ardized, but different investigators obtained 
different results. One interviewer, a socialist, 
reported that 39 per cent of the men were 
down and out because of industrial conditions, 
and 22 per cent because of excessive use of 
alcohol. Another interviewer, an ardent pro¬ 
hibitionist, attributed but 7 per cent of the 
failures to industrial and economic conditions 
and 62 per cent to drink. Prejudices were 
even more significantly revealed when we note 
that, according to the socialist, the vagrants 
themselves gave as the cause of their downfall: 
industrial conditions, 60 per cent; drink, 11 
per cent. But according to the prohibitionist, 
the vagrants themselves blamed industrial 
conditions in 42.5 per cent and drink in 34 
per cent of the cases. Obviously, each inter¬ 
viewer influenced the interviewees to give 
answers in line with his own biases. 

The interviewer should note and compensate 
for his own prejudices, such as likes or dislikes 
for applicants who have mustaches, wear a 
vest, reveal tobacco-stained fingers, or belong 
to certain racial classes. He should hire people 
who do good work rather than those who 
satisfy his own idiosyncrasies. Of course, if 
the interviewer is hiring applicants who are 
to be supervised by department heads, the 
interviewer must hire in accordance with the 
idiosyncrasies of each department head. 

8. Pseudo-Sciences 

These are phrenology, palmistry, numer¬ 
ology, astrology, and physiognomy. The ideas 
that a low forehead, receding chin, large ears, 
or any other physical features indicate certain 
mental traits or behavioral tendencies are 
merely blithe assumptions, like the myth that 


shifty eyes betoken dishonesty. Investigations 
indicate that college students have some ten¬ 
dency to be influenced in their estimates by 
the physical factors of appearance, such as 
the wearing of glasses. Wearing glasses tends 
to cause persons to be rated as more intelligent 
and more industrious, but not more honest. 6 

C. The Illusion of Previous Experience 

Most interviewers tend to assume that the 
applicant who has had previous experience on 
a similar job is bound to be a better employee 
than any other applicant who may have 
superior potentialities but lacks experience. 
When a secretary is desired, the interviewer 
chooses the applicant who claims secretarial 
experience in preference to the inexperienced 
stenographer, who may actually be brighter 
and more competent. 

Actually, previous experience when taken in 
conjunction with other pertinent factors is an 
extremely valuable indicator of future perform¬ 
ance. but it is not, of itself, a guarantee of ability 
to do a job well. Mediocrity is tolerated in much 
of the world's work, and experience too often 
cloaks such mediocrity. There is danger, there¬ 
fore. in making a criterion of the fact that an 
applicant has done similar work in the past. The 
applicant who is willing to accept a job on the 
same level as his previous one is as likely to be 
below average in performance as above average. 
The tendency to over-value previous experience 
in weighing qualifications should be discouraged, 
for it may be costly to a company in terms of 
valuable talent lost and of commonplace or in¬ 
ferior performance perpetuated. 7 

The list of pitfalls in the free interview 
can be increased by observing any inter¬ 
viewer who is untrained in his art. He may 
use the interview as a means for expanding 
his ego by talking to impress rather than 
analyze the applicant. He even may be so 
inept as to suggest the answers desired to his 
own questions or to hire the people who 
need jobs rather than the ones who can do 
the work. 

2. The Area Interview 

Some free interviewers discover that certain 
areas of the applicant’s background and per- 
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sonal characteristics are more significant in 
predicting job success or failure than other 
areas. They gradually learn to ask more and 
better questions about the important areas. 

The questions are asked not haphazardly 
but according to an organized procedure. The 
interviewer is guided by an interview blank 
and jots down answers as given, thus making 
a record of the results of the conversation 
with the applicant. He tries to ask questions 
that require factual answers as given, thus 
making a record of the results of the conver¬ 
sation with the applicant. In some cases he 
adds some problems which are of a semi-trade 
nature. The questions in The Interviewer's 
Guide, page 309, were prepared by a group of 
employment men and executives who wished 
to have a list of definite questions to guide 
them. The thirteen suggested questions may 
be used in conjunction with the usual employ¬ 
ment blank. The questions may be phrased 
to suit the interviewer and the applicant, but 
it is essential that the interviewer ask each 
question and record the answer while he is 
conducting the interview. If he does not 
adhere to a definite procedure, he is apt 
to let the interview become a hit-or-miss 
procedure—a conversation that will not give 
him complete information. Of course, the 
interview may be ended long before the last 
question if the applicant is obviously unfit. 

Some area interviewers develop special sets 
of questions that apply to the personality 
and aptitudes of the applicant as revealed 
during the interview. Examples of two sets 
of area questions, developed by R. S. 
Uhrbrock, for use in interviewing recent 
college graduates are the following: 

Is he keenly analytical? 

a. What college courses demanding analytical 
ability has he taken? 

b. What special problems has he worked on 
that required careful analysis? 

c. Has he taken many "cinch" courses? 

d. What special reports, term papers, etc., has 
he prepared? To what extent do these deal 
with numbers and statistics? 

Initiative and originality: 

a. Did he try to interview the interviewer? 

b. Did he ask any questions, or make any 


observations that distinguish him from the 
ordinary run of applicants? 

c. Did he ever make tentative plans for a new 
mcchamcal device that he thought might 
be patentable? 

d. Did he ever undertake to sell any article? 
If so. with what degree of success? 

If the interviewer is unusually able and 
scientifically trained, he may even make 
satistical studies of his questions of specific 
areas, as exemplified by the "Diagnostic 
Interviewer’s Guide" developed by Hovland 
and Wonderlic.® If he does make such a study, 
he raises his interview to a higher scientific 
level and probably uses the patterned or 
standardized interview. 

The alert interviewer looks for clues to 
adjustment in the applicant’s gestures, voice 
inflections, and appearance. Such clues may 
or may not be significant. If, for example, a 
young man wears a beard, does it indicate 
that he has grown the beard as a means of 
satisfying his need for individuality? Is he 
so individualistic that he would be a poor 
team worker in an organization? Or when 
a woman applicant’s appearance is extremely 
careless, does it mean that she has given up 
all hope of making herself attractive? Is she 
suffering from a severe emotional problem, or 
is she so deeply engrossed in her professional 
interests that appearance is incidental to 
her? Only further information concerning the 
psychological history can supply dependable 
answers. 

When an applicant passes his hands over 
his eyes or face after he has been asked a 
question, is he trying to avoid giving the 
true answer? Or is he simply trying to give 
a better phrasing of the correct answer? 

When an applicant folds his arms very 
firmly and quickly, is this his outward manner 
of expressing his hostility to the interviewer 
as a person or to something that the inter¬ 
viewer symbolizes? 

When the applicant leans forward toward 
the interviewer, is he doing it consciously 
to make a favorable impression or is it a 
spontaneous unconscious movement that indi¬ 
cates his interest? 
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THE INTERVIEWER’S GUIDE 

" ame . Address . 

Position wanted . Date .Interviewer. 

• G, ^ e the names of your past employers. Begin with the last employer and go 
backward for the last five years. 

2. Describe the work you did for each. 

3. What did you do in your spare time: evenings. Saturdays, and Sundays? (Look 

for side lines and hobbies, reading of trade journals, clubs.) 

4. What general education have you had? 

5. What technical education have you had? 

6. What is state of your health? How much time have you missed from your work 

because of sickness during the past two years? 

7. For what other jobs have you applied with other concerns recently? 

8. What is your financial condition: savings accounts, life insurance, investments. 

speculations, own home? 

What mcrchandisc firms do y° u have credit accounts? 

10 . What arc your plans for the future, vocationally? 

11. What suggestions have you made regarding improvements in operations for your 

former employers? 

12. Why do you want to work for us? Interviewer s deductions: 

Be near friends . j ust needs a job . 

For home reasons . Seems restless . 

Likes the community . Floater 

Regularity of work . Family reasons ’ 

Self expression . Morc m . 

More prestige . For opportunity . 

11 .... y™ reasons . Other reason . 

13. What pay do you expect? 

Overestimates his worth . 

Underestimates his worth . 

Fair estimate .. 


DECISIONS FOR THE INTERVIEWER TO MAKE DURING THE INTERVIEW 

14. Would his personality fit our organization? . 

15. Is applicant eager for the job? . 

16. Does the applicant fit the job that is open?1! ^ ‘ ’ [. 

Too good for the vacancy. Undoubtedly’ satisfactory’' ’.! 

n m . Cd 1 ° V u CanCy . Probably a “ fe ‘o hire 

Unable to do the work . Hire, if no better applies ... 


What do such clues or hypotheses really 
mean? Little research has been done to answer 
these and related questions. However, one 
study of the validity of certain clues was 
made of interviews conducted for the purpose 
of differentiating between successful foremen 
and workers of equal technical skill who had 
been judged capable of successfully super¬ 


vising others. Characteristics that occurred 
more frequently among the capable men were: 

Good attitude toward early associates. 

More than 20 years' experience in the com¬ 
pany. 

In contrast, items found more frequently 
among those believed to be incapable of 
supervising others were: 
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Plow chort of on applicant though 

tho •mpfcynenf office. 


Restless movements in the interview. 
Repetition of one or more subjects in school. 
Self-conscious manner in the interview. 
Tense or strained facial expression in inter¬ 
view. 

Low intensity of voice during interview . 9 
Obviously, interviewers need the benefit of 
more research studies essential to improve¬ 
ment of interview validity. We know that 
expressions of emotion are dictated by the 
culture and clues to feelings vary with the 
cultural background of the individual. To us, 
the clenched first indicates anger but it has 
a friendly meaning to some peoples of the 
world. 

The good interviewer seeks facts and records 
that substantiate or deny his interpretations 
of clues whenever possible. He tries to note 
relationships between clues and verifiable 


facts. He asks himself "What kind of pattern 
of growth or decline in ability is evident from 
the facts?” "When and why did the applicant 
change the direction of his growth or decline?” 

The area interview may be conducted in 
the manner of a free association, with the 
questions arranged under certain headings. Or 
it may be a phase of the most advanced 
variety of the patterned or standardized inter¬ 
view. 

3. The Patterned or Standardised 
Interview 

This type of interview standardizes the 
procedure. It covers in detail the areas in the 
applicant’s history: work record, schooling, 
early home environment, domestic status, and 
level of energy. It suggests questions for the 
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interviewer to ask and helps him estimate 
what the applicant can do and is likely to do. 
It helps the interviewer guard against bias. 
The patterned interview lets the applicant do 
the talking but it steers the conversation. 10 
It usually requires from 25 minutes at the 
factory level to 2 '/ 2 hours at the executive 
level. 

To be productive, the interviewer should 
have the following: careful preparation of 
questions, the use of printed forms that 
contain specific items to be covered, a uniform 
method of recording information and making 
judgments, prepared manuals that describe 

TABU 15.1 

PATTERNED INTERVIEW RESULTS 

Percentage of Individuals (I) SUM on Job, (2) Re- 
signed, and (3) Dismissed in Various Categories of 
Scores on D.I.G. 

Classification Scores on DJ.G. 

O-IO 12-16 18-22 24-28 30-J4 


On Job .... 

% 

38.9 

% 

42.9 

% 

47.2 

% 

48.6 

% 

59.2 

Resigned ... 

22.2 

25.7 

29.2 

29.4 

34.7 

Dismissed .. 

38.9 

31.4 

23.6 

22.0 

6.1 

Number .... 

18 

35 

89 

109 

49 


From C. I. Hovland and E. F. Wonderlic. "Predic¬ 
tion of Industrial Success from a Standardized Inter¬ 
view," Journal of Applied Psycholo t y, American 
Psychological Association, Inc., Vol. XXIII (October 
1939), 537-546. 

the procedures to be followed and the use of 
directions for interpreting the applicant’s 
responses. One of these instruments, called 

TABLI 15.2 


the “Diagnostic Interviewer’s Guide,” was 
developed by Hovland and Wonderlic as part 
of a selection program of the Household 
Finance Corporation, a large personal loan 
organization. 11 

The general construction and layout of a 
patterned interview blank can be seen from 
the accompanying illustration (page 312). It 
usually includes certain general areas of the 
applicant’s background and personal charac¬ 
teristics: ( 1 ) work history ( 2 ) family history 
(3) social history and (4) personal history. 
The top of each section is likely to have a 
series of standardized questions which the 
interviewer asks the applicant. 

After the interviewer has collected the 
significant information, he asks himself cer¬ 
tain specified questions about the applicant 
and assigns prescribed values to his judg¬ 
ments. A quantitative score is obtained for 
each area, and the sum of all the scores for 
all areas yields a total score for the applicant. 
The validity of the D.I.G. is indicated by 
Table 15.1. 

This table for 300 individuals shows that 
“there is a progressive increase in the per¬ 
centage of applicants who are still on the job 
the higher the score on the D.I.G. at the time 
of employment. More striking is the progres¬ 
sive decrease in the percentage of individuals 
who are dismissed as the scores increase.” 

Robert N. McMurry has published some 
of the results of his experience with the pat- 


COMPARISON OF INITIAL INTERVIEW SCORE WITH SUCCESS RATING 
(Men and Women Combined) 


Foremen’s Success-on-the-Job Rating 
Outstanding . 

Above Average. 

Below Average. 

Very Poor. 



Interviewer's Ratine 


1 

2 

3 

4 

6 

8 

3 


053%) 

(47.1%) 

(17.6%) 


2 

88 

75 

1 

(12%) 

(53.0%) 

(45.2%) 

(.6%) 


13 

175 

8 


(6.6%) 

(88.8%) 

(4.6%) 



4 

23 



(14.8%) 

(85.2%) 


!" *? ' ab, 5 abo Y e ’ “ may be seen, the relationship is unusually close. The Pears 
coefficient of correlation is .68 ± .02. (From Robert N. McMurry, "Validating the Pattern 
Interview, Personnel, American Management Association, January 1947, pp. 263-27; 







On« page of a four-poge patterned interview form prepored by Or. Robert N. McMurry. A complete tel of 
McMurry developed personnel selection ond opproitol forms with deuhpti ve information is ovoiloble without 
charge to business firms from the Dortnell Corporation. Rovenswood ond lelond Avenues. Chicago. 


terned interview and has shown that inter¬ 
viewers trained in the use of this kind of 
interview tend to obtain reliable and valid 
results. Table IS.2 depicts the relationship 
between interviewers’ initial ratings and those 
made by foremen one and one-half years later 
with 407 cases still on the job. 

On the basis of three separate studies in 
the hiring of metal workers, truck drivers, 
and workers in the needle trades, McMurry 
concluded that “a properly conducted and 
312 


evaluated planned interview is a statistically 
reliable selection instrument.” He has des¬ 
cribed the advantages of the patterned inter¬ 
view: 

The patterned interview endeavors to over¬ 
come the weaknesses of the ordinary employment 
interview in several ways: First, the interviewer 
works from definite job specifications; he knows 
what qualities each job requires. Second, he has 
a plan; he knows what questions to ask. Third, 
he has been trained in the techniques of conduct¬ 
ing an interview—i.e., he knows how to put the 
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candidate at ease, how to make him talk, and how 
to extract pertinent information. Fourth, prior to 
the interview, he has checked with outside 
sources (previous employers, schools, etc.) and 
already knows a great deal about the applicant. 
Fifth, he has a series of clinical concepts—e.g., 
that of emotional immaturity—which provide 
him with a yardstick for interpreting and evaluat¬ 
ing the information obtained from the candidate. 
Sixth, the interviewer himself has been carefully 
selected to assure that he has adequate intelli¬ 
gence and is emotionally well-adjusted. 

Moreover, it is not necessary that the inter¬ 
viewer be a psychologist or psychiatrist to obtain 
good results. Actually, if he makes full use of all 
available techniques for assembling relevant facts 
about the applicant, in nearly every case the final 
decision concerning his qualifications can be 
made on strictly common-sense grounds. 1 * 

After reviewing research which has been 
done on the value of the interview for assess¬ 
ing personality and occupational fitness, K. A. 
Yonge concluded that the most valuable inter¬ 
view is the one which uses a standardized 
form. The form should be designed to assess 
complex, dynamic constellations of traits 
rather than relatively isolated, static traits. If 
properly used, he states, the interview can 
play a reliable part in the over-all assessment 
of an individual’s qualities. 1 * 

In spite of the statistically demonstrated 
values of the patterned interview, certain 
critics object to it on the grounds that some 
interviewers will follow the pattern slavishly 
and without insight into the dynamics at work 
in the applicant’s personality. This objection 
is overcome of course when interviewers are 
properly trained for their work as recom¬ 
mended by McMurry. Properly handled, the 
patterned interview draws out the applicant’s 
prejudices, motives, drives, and adjustment 
history more clearly than an unpatterned 
interview. 

4. The Probing Interview 

Questions of a probing nature are used by 
psychologists for two different purposes: as 
tools in a clinician’s attempts to discover the 
underlying drives in the psychodynamics of 
the interviewee’s personality, and as a kind of 


performance test in the selection of men in 
industry. Examples of the first type of probing 
are the questions: “If a former high school 
principal were to ask you to address the 
school’s assembly of students, what do you 
think your subject or topic would be?” and, 
“When you have children of your own, how 
do you plan to raise them, in comparison with 
the way you were reared?” Answers to ques¬ 
tions such as these tend to reveal some of the 
individual’s fundamental reactions to his 
school and home situations. 

The second type of probing interview, as 
practiced in industry, usually involves the 
asking of related questions that are slanted 
so as to force the applicant to reveal his 
attitudes, judgments, and knowledge of pro¬ 
cedures as applied to typical job situations. 

When the interviewer asks how the ap¬ 
plicant’s previous supervisors and associates 
treated him, his main interest is in what the 
answers reveal about the applicant’s adjust¬ 
ment tendencies. The answers enable the 
interviewer to judge how effectively the person 
can deal with others in face-to-face situations, 
as indicated by his speech, mannerisms, per¬ 
suasiveness, enthusiasm, and so forth. An 
example of a probing question used in select¬ 
ing first-line supervisors is: 

// you hod a worker who wouldn’t do some¬ 
thing you asked him to do, what would you do? 

Probing: What if he still wouldn’t do it? What 
if he said union rules forbid it? 

Another probing question, used with ap¬ 
plicants for selling, is: 

Suppose a salesman has a customer who seems 
interested in buying, who needs the product, but 
who seems to find it impossible to make up his 
mind. How should the salesman handle the cus¬ 
tomer to make a sale? 

Probing Question 1. What if he still wouldn’t 
sign the order? 

Probing Question 2. What if he said, “Come 
back next week?” 

Probing Question 3. What if he said, ‘7 want 
to think about it some more?” 

When selecting applicants, the interviewer 
should use the probing interview before he 
has learned anything about the applicant’s 
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background or experience. To avoid bias, 
the interviewer should not ask questions about 
the applicant’s personal history nor see his 
application blank previous to the interview. 
A committee of several interviewers should 
conduct the interview, and each interviewer 
should make an independent rating of the 
applicant. The interview should last at least 
twenty minutes. 14 Care must be taken to ob¬ 
tain rapport with the applicant, and he should 
be told that the interview is only part of the 
selection procedure. The interviewer should 
note the applicant’s emotional reactions as 
well as the content of his statements. 

Inasmuch as the probing interview is still 
a relatively new technique in industry, reports 
concerning its validity are not as yet in pub¬ 
lished form. The interviewers who have used 
it in selection practice like it because it seems 
to indicate what the applicant is likely to do 
in actual work situations. To some extent, it 
is a kind of performance test that appears to 
be particularly useful in selecting salesmen 
and supervisors. 

Practices That Improva th® Interview 

A good interviewer has a plan. He knows, 
before he talks to the applicant, the kind of 
information he wants and the methods he 
intends to use to obtain it. Furthermore, he 
has in his own mind some basic framework, 
such as the adjustment concept (Chapters 2 
to 6), for interpreting the information that 
he obtains. He tries to interpret the available 
facts in terms of the applicant’s psychological 
needs and motivations. He tries to sense the 
life style. 

Ideally, his framework of thinking has been 
developed from training in the social sciences, 
particularly psychology. At any rate, he needs 
a sound background of information about 
people and their wants. He knows that the 
psychological needs of applicants must be 
considered in hiring. Employment men, for 
example, who interview college graduates are 
likely to say to those who apply for routine 
starting jobs: “You wouldn’t be happy in this 
job—the chances for rapid advancement are 


too poor." On the other hand, the employ¬ 
ment man who would like to hire an especially 
ambitious applicant even though he must 
start with a routine job of the company may 
say: “The job that is open is a simple routine 
one, but it will enable you to get acquainted 
with our organization. Also, the head of that 
department is one of our ablest executives— 
you can learn a great deal from his methods." 
In the latter instance, the employment man 
prepares the applicant to develop the desired 
kinds of perceptions of the job. Satisfaction 
and dissatisfaction with an occupation de¬ 
pend to some extent on the individual’s 
achievement needs in relation to his percep¬ 
tions of the occupation’s opportunities or 
limitations to advancement. 

The employment interviewer looks for pat¬ 
terns in the educational and work history that 
indicate psychological strengths and weak¬ 
nesses. He has developed skill in stimulating 
the applicant to talk freely. He tends to fol¬ 
low practices such as the following: 

!• He puts the applicant at ease in a na¬ 
tural manner. If the applicant has filled in an 
application blank, the interviewer may use 
some fact recorded on the blank as the basis 
for his first comments. Examples are former 
places of employment or recreational activi¬ 
ties. If the applicant is obviously tense as 
indicated by speech disruptions of nonverbal 
sounds, mainly laughs and sighs, 1 * the inter¬ 
viewer may give him time to pull himself to¬ 
gether by picking up the application blank 
and saying: “Do you mind if I look at this 
so that I need not ask you questions that you 
have answered on the application form? 

Some interviewers facilitate the applicant’s 
adjustment to the interview by purposely ask¬ 
ing a question that makes the applicant feel 
a bit better informed than the interviewer. 
An example might be: “I see that you come 
from Blank City. Several years ago, I spent 
two days at the main hotel—it had an Irish 
name. Was it the Hotel Murphy?” When the 
applicant answers, “You must mean the Casey 
House, because that’s the main hotel there,” 
he is more apt to feel that he has established 
his adequacy in the interview situation. 
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2. He asks many open-end questions, es¬ 
pecially in the early stages of the interview. 
Direct questions are avoided. Instead of say¬ 
ing, "What was your job with your last em¬ 
ployer?” he may phrase the inquiry in a less 
directive manner as, “Tell me about your last 
job and the kind of work you did there.” 
After the applicant has answered the question, 
the interviewer can elicit further revealing 
responses by saying, “Tell me, how did you 
feel about that job?” “Of course, you have 
also applied for work with some other com¬ 
panies. That is only natural—I’d do the same 
thing. Tell me about some of them, particu¬ 
larly your reasons for applying to them.” 
Answers to this question usually indicate the 
applicant’s objectives: search for personal 
growth, security, work near his home, or use 
of a random job-shopping procedure. 

3. When open-end questions have not re¬ 
vealed a clear picture of the applicant’s work 
record, the interviewer asks questions of a 
specific nature, such as, “In your job with the 
XYZ Company, just exactly what did you do? 
Please tell me in detail.” 

4. When the applicant stops talking, the 
interviewer asks exploratory questions that 
keep the conversation moving in the direction 
desired by the interviewer. Examples are: 
“Of all the jobs you have held, in what ways 
did any of them give you chances to develop 
your abilities?”; “Compare the last two jobs 
that you had. Tell me some of the things you 
liked better about the one than about the 
other”; and “In what ways do you think that 
you bettered yourself when you changed some 
of your jobs in the past?” 

5. The good interviewer avoids or has few 
questions of the following kinds: 

a. Questions that can be answered with an 
unqualified “Yes” or “No.” 

b. Questions that invariably elicit the same 
answer from all applicants. Example: “Do 
you drink liquor to excess?” 

c. Trick questions that compel the ap¬ 
plicant to defend a former statement or admit 
an error in an earlier statement. 

d. Leading questions, such as: “You fin¬ 
ished high school, I assume?”; “Did you 
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make good grades in college?”; “Would you 
be willing to work in an office where most 
employees are much older than you are?”; 
"Were you an accountant or a bookkeeper 
on your last job?”; and, "Don’t you agree 
that the job I described would be very inter¬ 
esting?” 

6. The good interviewer carries on a con¬ 
versation which results in true exchanges of 
ideas on the part of both the interviewer and 
the applicant. He does not dominate the ap¬ 
plicant but encourages him to describe his 
actual feelings, preferences, hopes, abilities, 
and inabilities. This kind of exchanging of 
ideas means that the interviewer’s statements 
consume less than SO per cent of the inter¬ 
viewing time, preferably less than 25 per cent. 
The amount of time that the interviewer talks 
appears to be directly related to his decision 
to accept the applicant. 16 

7. The good interviewer evaluates his own 
techniques by means of moving picture and 
sound recordings of some of his interviews. 
These objective records enable him to observe 
his characteristic mannerisms. He can note 
whether or not his facial expression is friend¬ 
ly, his tone of voice encouraging, and his man¬ 
ner one that gives the applicant a favorable 
impression of the company. Furthermore, the 
recordings will give him evidence as to 
whether he spends too much time talking to 
the applicant or in inducing the applicant 
to do most of the talking. Is he stimulating 
applicants to express themselves so that their 
abilities can be judged accurately, or is he 
merely delivering unimpressive monologues to 
strangers? 

8. The good interviewer recognizes that the 
employment interview has two major divisions 
or phases: the appraisal of the applicant be¬ 
fore accepting him for employment; and, if 
the applicant is hired, the accepting phase. 

In the appraisal or sizing-up phase, the 
interviewer controls the situation in a man¬ 
ner which causes the applicant to realize 
fully that he is being appraised rather than 
hired. The careless interviewer is apt to allow 
the applicant to assume that he is being hired 
by an overly friendly manner or by the way 
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he asks the applicant to take various tests or 
questions him about the amount of pay he 
would expect if hired. As a result, the ap¬ 
plicant gets an emotional jolt when he dis¬ 
covers that he has not been hired. 

The good interviewer, on the other hand, 
keeps the applicant subtly aware of the fact 
that he is still being appraised and that no 
decision about his employment has as yet 
been reached. 

Once the decision has been made to ac¬ 
cept the applicant for employment, the in¬ 
terviewer begins the induction of the new 
employee into the company. The applicant 
is made clearly aware that his status has 
changed from that of applicant to new em¬ 
ployee. At the same time, the interviewer gives 
the applicant ample information about the 
company and the job, thus enabling him to 
make his decision to work there more definite, 
or, as happens in some cases, to come to the 
conclusion that he does not want the job 
after all. 

9. The good interviewer is a member of 
the management team. He not only selects 
employees who fit well into the organization 
but also prepares the new employee for the 
kinds of personalities whom he will meet. 
When, for example, the interviewer knows 
that the new employee’s supervisor has a 
brusque hard-boiled manner, he explains the 
supervisor’s personality characteristics so that 
the new employee can adapt himself to his 
new boss with understanding and develop 
respect for whatever admirable qualities the 
supervisor may have. 

In reviewing the interview, we can conclude 
that few interviewers have developed the art 
of interviewing to the extent that it deserves. 
Anyone who studies interviewing practices is 
likely to conclude that modern industry has 
been productive in spite of rather than be¬ 
cause of its employment procedures. Many 
applicants who have been hired by the present 
inadequate methods and become productive 
workers do so because most human beings are 
adaptable; not because they have been well 
chosen for their tasks. Futhermore, even 


though some statistical studies of interview¬ 
ing have indicated that improved techniques, 
such as the standardized and probing inter¬ 
view, are better than unguided procedures, a 
selective interview of some kind is better than 
none at all, as proved by a study at the 
Aircraft Warning Unit Training Center at 
Drew Field, Florida. 17 About one fourth of 
the men assigned to this school were chosen 
at random to fill quotas. Thereafter, a four- 
week study was made to compare the success 
of these men with those selected by the classi¬ 
fication interviewers. It was found that only 
29 per cent of those selected at random com¬ 
pleted the course, while 84 per cent of those 
selected by interview completed the courses 
successfully. 

Letters of Application 

Our discussion of interviewing would be 
incomplete without some mention of the letter 
of application. Carefully conducted investiga¬ 
tions show that the letter of application can¬ 
not be judged with any great degree of ac¬ 
curacy. If, for example, thirteen experienced 
employment men are asked to rank several 
letters of application, the letter that stands at 
the head of the list of one interviewer is at 
the bottom of the list of another. No executive 
has the right to assume that he can pick the 
wheat from the tares in letters of application. 
He can eliminate some of the decidedly unfit, 
but when he rates the remainder he is apt to 
commit serious errors. 

Eight letters of application were received 
in answer to the following advertisement: 

“Required, Secretary to Employment Man¬ 
ager of Large Factory. Apply, stating particu¬ 
lars, to Box-.” 

These letters were ranked in order by 
thirteen experienced employment managers, 
none of whom knew any of the applicants 
personally. Half the applicants (four out of 
the eight) were ranked at both the top and 
the bottom, that is, first and eighth. 

When a company advertises for applicants, 
no single executive should eliminate and rate 
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the letters of application. A group of execu¬ 
tives or other raters should select the letters 
whose writers are to be investigated further. 

The weighted application blank has been 
developed for the selection of salesmen, and 
office employees, but for few others. The 
procedure for adapting the application blank 
to improved salesman selection is as follows: 
A group of at least one hundred salesmen are 
divided into sub-groups such as good, average, 
and poor, on the basis of such factors as their 
sales records and supervisor’s opinion. Each 
man’s background then is analyzed by ex¬ 
amining personnel records or by interview. 
The purpose is to ascertain certain facts, such 
as age, height, occupation, dependents, and so 
forth, and whether or not any particular fact 
or facts are significant characteristics of any 
particular sub-group of men. It may be found, 
for example, that height is positively cor¬ 
related with volume of sales. 

The significant items, those that distinguish 
potentially successful men from potentially 
unsuccessful men, are put on a weighted per¬ 
sonal history blank. Usually such blanks have 
only from ten to fifteen items. 1 * 

As in most weighted personal history forms, 
a man’s score is obtained by adding the 
weights of the various items. If the total does 
not amount to the minimum score decided 
upon as the criterion, the man is eliminated 
from further consideration unless there are 
special extenuating factors. 

Before adopting a weighted personal history 
blank for use in selecting employees, a com¬ 
pany should realize that a formula that has 
given good results to one company will not 
necessarily give good results to another. Each 
company has its own problems, and items 
that distinguish potentially good employees 
for one company may be valueless criteria for 
another. It is for this reason that every com¬ 
pany must develop its own weighted blank. 
Furthermore, the weights assigned to ap¬ 
plication blank responses should be reviewed 
every 3-5 years. 19 

Interview information that is based only 
on “face validity,” that is, rapport between 


interviewer and interviewee should be verified. 
Relative levels of invalidity of interview data 
are related to pressures of social desirability 
and ego involvement. Purportedly factual 
data of importance should be checked. 20 

Many interviewers who do not have a 
weighted application blank do have in mind 
certain "knock-out” factors such as a history 
of personality difficulties, job-hopping, previ¬ 
ous income too high, earnings less than living 
expenses, and divorce within the past two 
years. 21 

Several researchers of the Industrial Rela¬ 
tions Center, University of Minnesota, made 
a study of the validity of work histories 
obtained by interview. The work histories that 
had been obtained by means of structured 
interviews with 325 individuals were checked 
with former employers. Of eleven work his¬ 
tory items studied, only three items showed 
validity of more than 70 per cent and on four 
items, 40 per cent or more of the interview 
information was invalid. The most valid 
information was reported for separation and 
hours, the least valid for pay items. The up¬ 
grading type of error occurred more often 
than the downgrading type. “Social desira¬ 
bility" appeared to be an important influence 
in the distortions. 22 These and other findings 
indicate the need for verifying the information 
obtained by interview only. 

Many companies check interview informa¬ 
tion by telephoning to employers. Companies 
who use this plan believe that telephoning is 
better than writing a letter for the reasons: 

(1) It is faster. The average time required 
to check two references by telephone is 12 
minutes. The correspondence method requires 
from three days to months. 

(2) Response is more certain. Almost one- 
quarter of the mail inquries are not answered. 
Almost everyone will answer questions asked 
by telephone. 

(3) The man who is on the hiring side can 
modify his questions and ask them more 
freely in order to get the facts he needs. 

(4) The former employer feels that he can 
act naturally and spontaneously. He will 
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speak more frankly about former employees 
on the telephone than he would in a written 
letter. 

(5) Telephoning saves money. The direct 
cost of securing references by mail, when 
combined with the money lost in hiring peo¬ 
ple who later are found to have poor refer¬ 
ences, is greater than the cost of telephoning 
for reference checks. This is true in spite of 
the additional telephone expenses. 

One industrial concern found that even 
though an extra employee has to be hired for 
the job, checking applicants’ references by 
telephone is cheaper in the long run than 
using a mailed check list form. 

One sales manager who hires salesmen in 
all parts of the country telegraphs his requests 
for information from former employers who 
are given as references by applicants. He has 
found that he must demand about eight re¬ 
ferences and follow up each reference very 
carefully if he wishes to avoid hiring men 
with bad records. On one occasion he sent 
telegrams to eight references regarding an ap¬ 
plicant whom he wished to hire. Two of the 
references did not reply at all, but telegrams 
from four were as follows: 

“Glad to hear Walter K. has applied to 
you for a position. I can recommend him 
highly as regards honesty and workmanship. 
He is 100%. Has worked for me 3 years.” 

"Walter K. was with us for two months. 
Character and dependability very good. 
Would recommend.” 

“While Walter K. was with us he was very 
satisfactory.” 

“I recommend Mr. K. very highly in every 
respect.” 

These telegrams from the references were 
quite satisfying to the employment man and 
he was about to hire the applicant when he 
received a long-distance telephone call from 
one of the former employers. The former em¬ 
ployer described Walter’s conduct with his 
firm and told how he had failed even to at¬ 
tempt to do the work for which he was hired, 
had led an immoral life, owed the company 
money, borrowed money from customers, and 
had been discharged for incompetency. A few 


hours later, another former employer tele¬ 
phoned the employment man and gave a 
similar report of gross misconduct. These ex¬ 
ecutives refused to put their reports in writ¬ 
ing, but used the telephone in an honest effort 
to save time and money for a prospective em¬ 
ployer. This employment man frequently re¬ 
quests former employers to telephone him at 
his expense if they prefer to do so rather than 
write or telegraph him. He claims that he has 
saved his company thousands of dollars by 
asking for telephone answers, because former 
employers will give more honest reports in 
oral than in written form. 

Most executives write a general letter to 
a person given as reference, and the person 
answering usually gives a general reply, select¬ 
ing those good points in the applicant’s his¬ 
tory that may be stressed without harming 
his chances for another job. A slightly better 
method is to use a special report form that 
asks for information on specific points, as: 

1. Was the applicant discharged by you, let 
go because of decrease in work, or did he leave 
of his own accord? 

2. Does he owe you any money now? No. 
Yes. 

3. Would you rchirc him if you needed a 
person for a vacancy that he had the ability to 
fill? No. Yes. Possibly. 

4. How long did he work for you? 

5. What date (month and year) did he leave 
your employ? 

6. He states that his salary or income from 
you was...per month. Is this correct? Yes. 
No. 

7. Did he use alcohol to any extent? Yes. 
No. 

8. How do you rate his moral conduct? Very 
good. Satisfactory. Questionable. 

9. Do you think that he possesses the ability 

to fill a job with us which is. 

. Yes. No. Don't know. 

10. How would you rate his record with 
your firm? 

a. Very satisfactory. 

b. Satisfactory. 

c. Fair. 

d. Questionable. 

e. Unsatisfactory. 

These questions should be made part of a 
two-page letter to the previous employer, the 
first page giving the name of the former em- 
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ployee and assuring the answerer that his 
report will be kept confidential. The questions 
and answers suggested may be varied, but 
they should deal with objective factors rather 
than ask for opinions. The possible answers 
should be suggested on the form so that the 
correct answer can be checked by the writer 
or written with a minimum of effort. This 
type of letter to a reference does not allow 
the previous employer to select the pleasant 
parts in the former employee’s record and 
ignore the bad parts. Such forms have been 
used by a few progressive firms, but many 
employment men still accept a general letter 
of reply from persons given as references. 
They assume that, when an applicant has a 
bad record, the person answering will phrase 
his letter so that it is possible “to read be¬ 
tween the lines” and grasp the real story. 
Discernment in reading between the lines can 
be developed through experience. 22 

When letters are addressed to former em¬ 
ployers of an applicant, they should be 
addressed to the “Employment Manager” 
rather than to individuals within the com¬ 
pany. Some applicants who do not wish their 
real record to be revealed to prospective em¬ 
ployers often give the name of a friend in the 
company as a reference. This friend is usually 
a person of no responsibility and his state¬ 
ment has no weight as a reference for a dis¬ 
charged employee. 

Summary 

The hiring of employees is still mostly in 
the hands of the empiricists of business. The 
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old rules-of-thumb and prejudice prevail. A 
few progressive concerns have made statistical 
studies of the factors which correlate highly 
with successful employment records. Some 
have improved their hiring procedures through 
more systematic interviewing and the use of 
psychological tests to eliminate the unfit and 
to reduce labor turnover, but such modern 
aids are likely to be found in the larger and 
better-managed employment offices where 
trained experts are in charge of hiring. How¬ 
ever, any executive or employment manager 
who wishes to improve his hiring techniques 
can do so by standardizing his procedure, 
keeping records of his findings, and then mak¬ 
ing statistical studies of his records. He can 
at least use several interviewers rather than 
depend upon the evaluations made by any one 
man. Such attempts will yield results more 
valuable than those of the present haphazard 
treatment of the interview, letter of applica¬ 
tion, and letter of recommendation. 

When employment procedures are biased or 
faulty, labor turnover costs increase. Esti¬ 
mates of these costs vary considerably. One 
researcher estimated that every time an execu¬ 
tive says “Good-bye” to an employee who 
quits, the cost to the average company is 
$482. The costs for hiring and training a new 
salesman in one industry were estimated as 
$7,000-$8,000 and above $10,000 for engi¬ 
neers and scientists. 24 These figures do not 
include the additional costs of lost production 
but the costs are so great that modern man¬ 
agements have become increasingly concerned 
about their hiring procedures. 
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PROJECTS 


1. Collect some letters of application. Ask friends 
or executives to rank them in the order of 
estimated desirability of the applicants. Dis¬ 
cuss the differences in the rankings. 

2. Make a list of some of your own tendencies 
toward bias in interviewing. What means 
might you use to overcome such tendencies? 

3. Assume that you are about to establish a 
small manufacturing enterprise employing be¬ 
tween 50 and 100 persons. Outline your plans 
for: 

а. Selecting the women you wish to hire. 

б. Making special provision in the plant and 
working schedule for the women. 

4. Read material concerning lie detectors and 
evaluate their usefulness and limitations. List 


other methods you have heard of for telling 
when a person is lying. 

5. Write a Help Wanted advertisement to obtain 
women factory employees and a similar one 
for male employees. How do they differ? 

6. Find pictures of several famous persons of 
whom you have heard but whose physical 
features you have not seen. In which cases 
were you disappointed by the pictures and in 
which were you pleased? Give possible reasons 
for your reaction in each case. 

7. Collect handwriting specimens of persons 
whom you know. Analyze the writing accord¬ 
ing to the system of analysis presented in a 
book on graphology. Estimate the value of 
the system. 


Bellows, Roger M., Psychology of Personnel in 
Business and Industry. Englewood Cliffs, 
N.J.: Prentice-Hall, Inc., 1954, Chapters 
10 - 12 . 

Dictionary of Occupational Titles. United States 
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Th# faofyiii Device is used to lest problem-solving ability. The Pathological Corporation hoi developed standardized 

procedures for using IAD lor selection and assignment of personnel and lor opphed reseorch in the best placement ol 
highly trained and talented people. 

The LAD problem ore unambiguous e.ompfes ol a completely defined logical system. They closely parallel the d,og- 
noitic or trouble-shooting situation. No specialized eipenence or knowledge >s required. 

The logicol complexly ol the IAD problems con be quickly thonged. By presenting o series ol increasing diBicully. it 
is possible to measure on individual's obMty in organizing comple- mlormotion and to observe his directness ol otlack. 
speed ol work, recognition ol logically useful information. ochvity when Irustroled by on error, ond other elements ol 
behavior associated with problem solving. 

A paper read by Dr. William f. Kendall to the XIV International Congress ol Applied Psychology. Copenhagen. Denmark. 
August 1961 ICharles *. Longman and Wilhom E. Kendall. "A logicol Machine lor Meosunng Problem-Solving Ability." 
New York: The Psychological Corporation/, reported "the use ol LAD os a device in the selection ol computer programmers 
because the magnitude ol costs incurred by assigning unsuccessful or even morginol personnel to tasks involving Electro¬ 
nic Data Processing Systems design and programming, jvslites a much greoter effort in the selection ol personnel than 
the use ol conventional aptitude tests implies _** 

"Conventional tests hove proved adequate for the initial elimination ol candidates. They con be economically used 
lor screening among many applicants to eliminate those who are inadequate in verbol or numerical reasoning abilities, 
and probably to identify individuals whose verbol ability reaches a high level but who hove diBiculty dealing with 
abstract content or representations ol a non-verbal chotacler. There, is. however, abandont evidence /hot such screening 
tests are not SuBicient. Many individuals score above whatever cut oB point we moy choose buf still lack some 
crucial abilities required for successful work in programming _.** 

The paper reported findings from a study ol the value ol LAD in the selection ol computer programmers and concluded: 
"From the evidence so far accumulated... the eBort involved in using the LAD procedure results in a significant 
mic poy-oB." 
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CHAPTER SIXTEEN 

HIRING THE EMPLOYEE 

—THE USE OF TESTS 


When psychological tests are used in an 
employment office, they should always be 
looked upon as supplementing—not replacing — 
other methods that are in use. No psychologist who has thought 
at all about the problems of modern industry would seriously suggest 

that present employment procedures should be 
eliminated.... But the fact that these methods, though 
excellent in many respects, are still not perfect is proved 
by the marked individual differences among employees which any study 
of differential production will reveal. A considerable amount 
of research, both in industry and in the laboratory, has shown 
that still further improvements in employment methods can be attained 

when psychological tests and methods are used 
as supplements to other employment procedures .* 
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Companies that wish to improve their hir¬ 
ing procedures often turn to psychological 
tests as instruments of prediction. A psycho¬ 
logical test does not evaluate all of the per¬ 
son’s ability, but merely tests parts, samples, 
or symptoms of ability. The psychological test 
is very similar in nature to the tests made by 
the assayer of minerals. If a man wished to 
purchase a vein of silver ore, he would first 
obtain samples of it and have these analyzed 
by some competent chemist. On the basis of 
the samples, he would decide upon the value 
of the ore and the price he would be willing to 
pay for it. Obviously he could not test all the 
mineral in the vein of ore. Similarly, the psy¬ 
chologist tests samples of a person’s abilities 
rather than all of them. 

Psychological tests and aptitude tests are 
terms often used loosely by modern business¬ 
men and even by scientists. In many cases, 
a businessman thinks he is using psychological 
or intelligence tests when actually he is merely 
asking a number of random questions. For 
example: a businessman may find that he 
needs a new secretary. Accordingly, he ad¬ 
vertises in the usual manner; when he arrives 
at his office the next morning he may find an 
applicant there. He then opens his morning 
mail, chatting with her while he takes a 
casual glance at the letters which await his 
attention. Then, deciding that it would be 
well for him to “test” the applicant, he picks 
up one of the letters which he must answer 
and dictates a reply. The applicant types the 
letter and gives it back to him; he examines it 
for errors and appearance. He then dismisses 
the first applicant and awaits the coming of 
the second one, at which time he answers an¬ 
other letter—an entirely different one. In this 
manner, he “tests” five applicants, after which 
he makes his decision. He thinks he had given 
each one of the applicants a psychological 
test. As a matter of fact, he has not done so 
at all. If he were to develop a psychological 
test for the hiring of stenographers, certain 
factors would have to be standardized for all 
applicants, namely: 


1. Materials. The same letter and appli¬ 
ances must be used for each person. 

2. Instructions. Each applicant must re¬ 
ceive the same instructions regarding speed 
and accuracy. Instructions should be read. 

3. Technique. The speed of dictation, 
enunciation, and so forth must be kept the 
same. 

4. Conditions. Distractions should vary as 
little as possible. 

5. Interpretation of score. The score of 
each applicant must be compared with scores 
of other stenographers of high, medium, and 
low ability. 

Any test, to be of value, must fulfill three 
requirements: it must be objective, so that 
personal opinion is held to a minimum in the 
scoring; it must be valid, that is, it must test 
the trait that it is supposed to test; and it 
must be reliable, that is, it must give the 
same results on repetition, regardless of the 
particular individual who administers the test. 
Many of the tests that are published in maga¬ 
zines do not fulfill these three requirements. 
Such tests are still in the experimental state. 
They may have promise of future results, but 
they should not be used as a basis for hiring 
until their predictive value has been statisti¬ 
cally determined. 

A psychological test is any problem or 
series of questions that has been tried out on 
persons who possess a known degree of the 
trait being tested. It has been shown that 
the test scores made by these persons are 
stable and correlate with their records in that 
trait. Therefore, one of the chief requirements 
for preparing psychological tests is that of 
statistical training. 

Many businessmen and scientists have been 
using tests for many years, but the termi¬ 
nology is not very well standardized. The 
various terms used to describe tests are: intel¬ 
ligence, aptitude, efficiency, mental alertness, 
information, specific ability, performance, 
mental, job, trade, and army tests. These 
terms usually refer to diverse kinds of tests. 
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Kinds of lasts Used in Employment 

One helpful way to classify tests is to think 
of them in regard to what they are supposed 
to measure: (1) Intelligence, mental alert¬ 
ness, or scholastic aptitude tests are designed 
to measure a person’s ability to deal with 
abstract relationships, sometimes referred to 
as the ability to do “mental gymnastics.” As 
mentioned before, a good definition of intelli¬ 
gence is “The degree of availability of one’s 
experiences for the solution of immediate 
problems and the anticipation of future ones.” 
(2) Aptitude tests are tests concerned with 
the capacity to acquire certain specified 
knowledge or skills, such as stenography, 
salesmanship, chemical engineering, or some 
limited aspect of these or other occupations. 


Some users of the term assume that it em¬ 
braces intelligence, personality, and interests, 
because these must also be included in the 
prediction of potentiality for learning skills 
and acquiring knowledge. 2 (3) Proficiency 
or achievement tests intend to measure actual 
ability to do certain kinds of work or to 
perform specified skills such as typing, comp- 
tometry, grammar, or carpentry. When these 
tests are applied to the work of the artisan 
they are also called “trade tests.” (4) Voca¬ 
tional interests are exemplified by the E. K. 
Strong test. (See Chapter Eleven.) (5) Per¬ 
sonality or temperament tests usually refer to 
adjustment tendencies that more or less char¬ 
acterize the individual's behavior, as exempli¬ 
fied by terms such as introversion, sociability, 
and emotional stability. Temperament refers 



Salesmen differ from engineers. The scores on the bos t lino represent o combmofion consisting of meosores of Interest 
in advertising altitude toward sofes wor*. knowledge of sel/mg methods, accuracy, aggressiveness. confidence, emotional 
ilobility ond liveliness of disposition. 

Edwin G. Flemming, of Iho Burton Bigelow Organization. Monogement Consultants of New York City. uses o battery of 
eight tests in h,s service designed to aid execuli.es in the selection of salesmen, soles managers, and other executives. 
When he compared the lest doto obtained from batteries or sets of tests answered by applicants for jobs os salesmen 
with thol from engineer applicants, he found sigmficonf differences between the test scores of the two groups. 

Alter appropriate statistical treatments were given the test doto. the average score for engineers wos found to be 
1125; lor salesmen. 1376.—The doto showed that salesmen and engineers ore distinctly different . nof only in the pattern 
of their mo,or interests, but also in their accurocy. their knowledge, their or Mode toward their work, and their per¬ 
sonalities. 

Dr. Flemming's experience with the practical problem of selecting solesmen lor many employers of all sizes in many 
different kinds of selling operations indicates that sales engmeers-those salesmen who must have a technical training 
in engineering, but whose pnmory ,ob is fo sell-ore likely to be found in the area of overlapping of the two curves 
in the chart, between the scores of 1150 and 1300 —Chart and data by Edwin G. Flemming. Director. Division for 
Sales Personnel Selection, Burton Bigelow Organization, New York. 
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to one’s tendency to act in certain charac¬ 
teristic ways, not at any one instant but over 
a long period of time. 


of Totting In Industry 

The history of testing for the appraisal of 
job applicants and employees has had three 
overlapping stages: 

1. Single tests, such as those for the meas¬ 
uring of intelligence, proficiency, and person¬ 


ality. Thousands of tests, of varying validity, 
have been published and used. Examples of 
single tests may be found in the appendix of 
this book. 

2. The battery oj tests with a profile of 
test scores. This procedure, developed by 
psychologists in recent years, means that a 
number of single tests are administered as a 
battery. A single test usually measures but a 
limited facet of the individual’s psychological 
make-up. Under the battery method, the 
scores of several standard tests, given one 


SUCCISSFUL VS. UNSUCCESSFUL SALES MANAGERS 

Direct lo the Consumer 


ThtS0 curvet show the (Meter*ei between successful end - - • • amn ^ 


INTEREST IN SELLING 
INCOME BRACKET OF INTERESTS 
MENTAL ABILITY-ACCURACY 
SPEED OF THINKING 
TACT 

KNOWLEOGE OF HUMAN NATURE 
SENSE OF HUMOR 

MASCULINITY 

CONFIDENCE 

SOCIABILITY | 
0 
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Criticism hat somet ,mos been leveled at the ust ol psychological tens in selection because investigators hove found 
no very h,gh correlations between scores on single tests and criteria ol success in selling. It is true that very significant 
correlations seldom ore found for single tests, but it needs lo be pointed oof and emphasized thot a score on any one 
test is not necessarily critically significant ,n determining a man's potentialities lor success in selling. The important thing 
is the pattern of scores revealed by a battery ol tests. No one score may be crMcolly important, but the pattern is. By 
a pattern we mean the interrelationships ol scores and the relative strengths and weaknesses of the troits. interests 
ond tendencies revealed by the complete battery of lests.'-From Edwin G. Flemming and Cecile White Flemming. "Test- 
Selected Salesmen." Journal of Marketing. April 1946. Chorf is not included in this article, but was prepared by Edwin 
G. Flemming for uso in this book. 
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PATTERN SALES PROFILE BASED ON 400 SPECIALTY FOOD SALESMEN. 


Shaded area—oboveaverage hiring orea. 

line separating shaded from unshaded areas- medion scores. 

Unshaded orea—acceptable hiring oreo within a,erage range. 


The entire profile represents the interquartile range or the middle 50 per cent of those employees who were con- 
sidered above average. This technique wos used to eliminate the atypical cases who ore unusually high on one hand 
or unusually low thus making the profile more indicative of a homogeneous above-average group.-When applicants are 
plentiful, the shaded orea is used. It is also used lor upgrading. When applicants ore few, the entire pattern, including 
the unshaded area, may be used. 

The criteria used to determine the above average individuals were obov.overoge production on the job ond monog. 
ratings Four or five managers ratings were available lor every individual. These ratings pertain to more intangible 
personal characteristics, which very often are not revealed in production figures themselves or soles volumes, as the 
cose may be. ond include such factors os loyalty to the company, willingness to follow managerial policies, stability, 
willingness to work, planning, personal oppeorance. etc. 

The success of this method in application has been substantiated in one company by the lad that throughout six years 
of conscientious and controlled application it was possible to reduce the turnover in the sales Feld from 13 to I to 5 to I. 
It costs the company around S 2.500 to hire ond train a solesman over a six-months period. On a yearly basis the re¬ 
duction ,n turnover has saved the company approximately J 150.000. Of course there are other intangible benefits, such 
as increased versatility in the new men who ore now hired as compared to the old type.—Chort and data by Richard 
5. Solomon, Consulting Psychologist. Dayton. Ohio. 
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individual, are plotted on graph paper in the 
form of a profile. This test profile is then 
compared with the master test profiles that 
are typical of successful and unsuccessful em¬ 
ployees. See figures on preceding pages. When 
this procedure is used by an experienced psy¬ 
chologist, the psychologist may interpret also 
the profile for management, writing a one-to- 
five page report on the significance of the test 
findings. 

3. Projective tests. These tests are called 
projective because through them the person 





being analyzed tends to project his own 
unacknowledged motives and traits into a 
response to a vague and undefined situation. 
The Thematic Apperception Test, for ex¬ 
ample. consists of a series of standard pic¬ 
tures, most of which contain human figures. 
The person being studied is told to make up 
a story about each picture. When the person 
makes up the stories, he also reveals impor¬ 
tant attitudes, feelings, tendencies, strivings, 
conflicts, and frustrations. The expert clinical 
psychologist can learn much of value about 
a person from this type of test. 

One of the earliest projective tests is the 
well-known Rorschach or ink - blot visual 
stimulus technique. Other examples of the 
projective technique are those of finger-paint¬ 
ing, word association, and the psychodrama.’ 

The projective techniques have been given 
considerable publicity in business recently as 
a result of the work done by several personnel 
researchers, particularly Dr. Burleigh Gardner 
and his associates in Social Research, Inc., a 
consulting service of Chicago. 

Two eaomples of response cords for projective tech. 
niquet. T he ink blot hoi no meomng in ill own right. 
bvf it si thought to induce reiponiei thof enobfo the 
chnicof e*perl to moke deductions concerning the subject's 
imogmofive processes ond gom dues to the individual s 
persono'ity. Scoring of responses includes not only response- 
content. but oho such fodors os urn oI oreo responded 
to. movement, detection of sh oding, and others. 


For the second picture fphotog/oph. Museum of Modern 
Art. New Vorkf I he s object is osked to tell o dromofic 
story. It is thought that even though he moy not be owore 
of if. he endows the story with needs and stresses thot 
he experiences ot the time. From expressions of needs ond 
stresses, gene'ohzotions are mado obout his behovior 
patterns.—Protective techniques ore used in clinical proclice 
ond offer one woy of getting at the individual’s hidden 
or non conscious behovior dynamics. The subject hos little 
or no control Over his responses. However, much bosic 
reseorch in this oreo is needed before these techniques 
con be fully trusted. IPointing shown is ’’Landscape." a 
wotercolor by Kosimir Malevich.! 
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A technique employed by these scientists 
consisted of a short, nondirective interview, 
a special analysis by means of several tradi¬ 
tional personality tests, and the Thematic Ap¬ 
perception Test, developed by H. A. Murray 
and associates of Harvard University. Use of 
the TAT test requires interpretation by ex¬ 
perts. As a result of a program of testing 
executives with this type of test, Gardner and 
his associates found that the following list of 
characteristics is typically possessed by a good 
executive: 4 

1. He must accomplish and achieve in order 
to be happy. 

2. He accepts authority. 

3. He has a strong drive toward achievement, 
material rewards, and prestige. 

4. He is able to bring order out of chaos. 

5. He is decisive—but he doesn’t necessarily 
have to make snap decisions. 

6. He is sure of his convictions and decisions. 

7. He has a constant drive to be moving 
and doing. 

8. He may have a pervasive fear of failure 
—a lingering doubt of his ability to do as good 
a job as he wants to do. 

9. He has a strong sense of reality. 

10. He identifies himself more with his su¬ 
periors than with subordinates. His superiors 
represent a symbol of his own achievement. 

11. He feels and acts on his own. "In a sense, 
a successful executive is a man who has left 
home." 

On the other hand, an unsuccessful execu¬ 
tive is likely to have these traits: 

1. He cannot grasp the over-all picture, can¬ 
not see the forest for the trees. 

2. He fails to carry his load of responsibili¬ 
ties. 

3. He has an unconscious desire to be some¬ 
thing else. 

4. He has an unconscious desire to be some¬ 
one else. 

5. He is unable to cooperate with his as¬ 
sociates. 

6. He is so ambitious that he is impatient 
with and intolerant of routine tasks. 

7. He cannot accept supervision from his 
bosses. 

8. He is arrogant with his subordinates. 

9. He may have a deep-rooted, fixed idea 
that hobbles him in dealing with his duties. He 
may, for example, suspect that some colleague 


is out to "knife" him. or that his background is 
not adequate. 

10. He may keep his nose too close to the 
grindstone. Overemphasis on work often results 
in breakdowns. A successful executive must have 
outside interests and relaxations to sustain his 
energy, balance his activities. 

11. He may. through some quirk of a youth¬ 
ful background, be subconsciously bent on self- 
destruction. 

12. He may have some mental disorders that 
only a psychologist can pry out. 

Obviously, the work of the projective tech¬ 
nique users is very technical. Few companies 
can afford to hire the services of experts of 
this order. Furthermore, the use of projective 
techniques in industry should still be regarded 
as experimental. In some studies, their use 
failed to discriminate accurately between good 
and poor performers. 

Extent to Which Tests Are Used 
In Industry 

Most employers who do testing limit their 
testing programs to the use of several single 
tests or, at most, to batteries that have been 
found helpful in hiring applicants for certain 
occupations. Several investigators have made 
surveys at irregular intervals by means of 
mailed questionnaires to learn the extent to 
which companies use tests for selection. 

These surveys are usually limited to com¬ 
panies that have well developed personnel 
policies, 5 are large concerns, or are members 
of specific industry classifications. The sur¬ 
veys do, however, indicate trends. Generally, 
the use of tests for hiring is on the increase 
for clerical and sales positions. Mental (intel¬ 
ligence) tests are being used increasingly but 
trade, dexterity, and performance tests are 
used decreasingly. Even though less than one- 
half of the country’s employers are using tests 
in hiring, their use has increased as indicated 
by surveys and the sales of test publishers. 
A list of test publishers and their addresses is 
given in the references for this chapter. 6 

The United States Employment Service de¬ 
veloped norms for occupational aptitude tests 
and trade tests. The aptitude test batteries are 
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of Iwo kinds: the General Aptitude Test Bat¬ 
tery and specific aptitude test batteries. The 
General Aptitude Test Battery has norms in 
terms of 35 occupational aptitude patterns 
covering over 800 occupations. Since not every 
different occupation requires a completely dif¬ 
ferent set of aptitudes and abilities, those 
occupations requiring similar abilities are 
grouped together into a family of occupations 
requiring the same pattern of abilities. Each 
occupational aptitude pattern is expressed in 
terms of the three key aptitudes required for 
the performance of the jobs within the family 
and the minimum qualifying scores required 
for each aptitude. In counseling an applicant, 
it is possible to determine his aptitudes for 
many different occupations on the basis of 
relatively few tests. 

Specific aptitude test batteries consisting of 
tests from the USES General Aptitude Test 
battery are used in the selection of applicants 
for specific jobs. In some instances, training 
time of new employees has been reduced by 
a third or even a half by using these tests to 
select the right man for the right job. In 
almost 1500 local offices of the State Employ¬ 
ment Services throughout the United States 
at which testing is done, employers can re¬ 
quest the local office to administer specific 
tests that have been developed for a par¬ 
ticular occupation and to refer test-selected 
applicants for specific job openings. This serv¬ 
ice is free to both the employer and the ap¬ 
plicant. Inquiry at the local office will reveal 
the testing services available. 

Even though much research must still be 
done in this kind of testing, the employment 
interviewer should become acquainted with 
these tests. 

Personality Tests in Industry 

The employment interviewer should become 
acquainted with this field of human analysis. 
The chapters on adjustment (Two to Six) 
present a general background for this type of 
testing and interview. 


One study of the Guilford-Martin Person¬ 
nel Inventory indicated that the test classified 
as having “undesirable temperament” 82 per 
cent of the workers who had, in management’s 
opinion, demonstrated that they were trouble¬ 
makers and soreheads. However, also in the 
group whose scores indicated that they had 
“undesirable temperaments” were 38 per cent 
of the workers whom management had labeled 
satisfactory. 7 

Dr. Joseph E. King and his associates, 
Industrial Psychology, Inc., have developed 
batteries of tests for hiring clerical, mechan¬ 
ical, sales, technical, and supervisory person¬ 
nel. One test, called Neurotic Personality 
Factor, was designed to spot the neurotic and 
maladjusted employee, and to select indi¬ 
viduals of high stability and responsibility. 
The work of Cattell and Stice, measuring the 
performances of small groups, shows that even 
when neurotic employees do not actually 
make trouble, their presence considerably 
lowers the morale and productivity of the 
group. Various job areas have different de¬ 
mands in terms of the amount of stability 
required, and companies can use the N.P.F. 
for job areas where maladjustment is a serious 
problem and cost factor.® 

Personality tests are not as yet as well 
perfected as some other types of tests. The 
experimental or statistical shortcomings of 
many of the studies of personality tests justify 
a cautious attitude toward the results ob¬ 
tained, but the fact cannot be ignored that 
the inventories usually do make some definite 
contribution to psychiatric screening. 

Values of Testing in Industry 

In American industry, tests alone are not 
sufficient for hiring or rejecting an applicant 
in most firms. They are merely one of the 
factors that must be evaluated, just as age or 
education must be weighed in the composite 
score. The tests may have greater predictive 
value than any other one variable, but in 
most firms the other variables are considered 
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in the total picture of the applicant. However, 
tests have been found helpful for the follow¬ 
ing purposes: 

1. Weeding out of the unfit applicants. 
For example, persons who have an intelli¬ 
gence quotient of less than 105 seldom suc¬ 
ceed in clerical jobs of average difficulty. 

One personnel manager for a public utility 
firm reported that when tests were used in 
selecting applicants, less than 10 per cent of 
those hired failed on the job. Without tests, 
the long-term record of failures in hiring 
approached 30 per cent. 9 At one time, the 


Woodward Governor Co. of Rockford, Illinois, 
found that they were hiring too many tramp 
mechanics and other undesirables. Later The 
Psychological Corporation made a study of 
the company’s personnel needs and recom¬ 
mended the use of tests which, according to 
the general manager of the company, suc¬ 
ceeded in weeding out 85 per cent of the 
untrainable men who applied for work. 10 
Similarly, the Lockheed Aircraft Corporation 
averaged twelve successful hirings out of 
twenty before testing. With testing, the aver¬ 
age rose to nineteen out of twenty. 11 
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CLERICAL APTITUDE 


NATIONAL AVERAGE 


CLERICAL DEPARTMENT AVERAGE 


MINIMUM SUGGESTED FOR CLERICAL WORKERS 


Thu chart represents a normal distribution curve bated on the tcoret obtained on a 
general clerical lett. (Turn page to hove bate line lace you.l However, in this Case the 
high scores are at the top and the low scores at the bottom. Right in the middle. at 
the 50th percentile, the number c J scores piles up. The horizontal line ot the SOth 
percentile represents the average score mode by thousands oI people in clerical jobs 
oil over the country. We coll thol the " Notional Average.” The next lower line, 
labeled " Clerical Department Average.” is the overage ochieved by clerks in a large 
clerical deportment. It i t qu „ e 0 bir below the Notional Average, and lor below what 
it should be. 

When the testing program started, on otlempt was mode to hire applicants who 
scored somewhere oround the SOth percentile. A minimum score ot the 30th percentile 
was suggested to eliminate those unable to do even the simplest form of clerical work 
well. IDavid W. Cook. Psychology Challenges Industry. Personnel Series No. 1 07. 
American Management Association. 1947. Courtesy of David W. Coo* and the American 
Management Association./ 
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CLERICAL APTITUDE 


CLERICAL DEPARTMENT AVERAGE (4-46) 
NATIONAL AVERAGE 


MINIMUM SUGGESTED FOR CLERICAL WORKERS 
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wifb tome of ihe good cfericol letit. fCovriety of Do»id W. Cook ond ihe Amencon 
Monogemen* AjiooofionJ 


2. Tests reduce the costs of training new 
employees through the selection of applicants 
who can learn the work. When, for example, 
a camera manufacturer hired twenty-six per¬ 
sons to learn film spooling, all were subjected 
to taking a finger dexterity test. Seventeen 
failed the test. Because of a shortage of labor 
at the time, all were hired. Ten weeks later 
each had left the job. The cost of the make-up 
pay alone, the difference between the mini¬ 
mum hourly rate of pay and what they 
actually earned, was more than one thousand 
dollars. Indirect costs to the company 
amounted to several thousand dollars more. 
Moreover, a cost greater than dollars was the 
fact that some of the failing employees were 
unnecessarily subjected to the experience of 
failure in their work. 


The social science research division of the 
employee relations department of the Stand¬ 
ard Oil Company of New Jersey, conducted 
a seven-year study known as the Early 
Identification of Management Potential. The 
study tried to determine whether the kinds of 
information that could be obtained from 
tests, questionnaires, interviews, and personal 
records had any relationship to managerial 
success. Over 500 managers participated in 
the survey. They found a high relationship 
between over-all success in management and 
certain tests and questionnaires. Some of 
the tests found helpful emphasized verbal 
abilities, non-verbal reasoning, temperament, 
management judgment, and management at¬ 
titudes. 12 The test battery predicted long-term 
success with the company so well that an 
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executive who scored in the top 20 per cent 
proved to be nine times as likely to do better 
than average on the job as one who scored 
in the bottom 20 per cent. 13 However, the 
researchers pointed out that in spotting em¬ 
ployees with management potential they do 
not rely solely on the use of the tests, but 
use them in conjunction with data from other 
sources. 

In World War II tests proved to be very 
helpful. At the time, there was an urgent need 
to find men qualified for the positions of 
pilots, navigators and bombardiers. The tests 
then in use were based primarily on academic 
intelligence and were inadequate. Only 23 per 
cent of the men selected for pilot training 
were able to complete the course. Psycho¬ 
logists were called in to improve the testing 
program. After studying the tests in use, all 
but a few were discarded. A team of men 
devised new examinations which are still in 
use today. It was found that through testing 
a man’s manual dexterity, his spatial orienta¬ 
tion, his ability to read instruments, to mani¬ 
pulate a rudder, and to perform other tasks, 
the individual most qualified to be a pilot 
could be differentiated. In time, a battery of 
approximately twenty-three tests was devised. 
The percentage of men picked for pilot train¬ 
ing who were then able to qualify rose from 
23 per cent to between 70 and 75 per cent in 
only nine months. The great success of these 
differential aptitude tests during World War 
II added to their growth in civilian use after 
the war. 14 

3. Tests enable the personnel manager to 
spot unsuspected talent within the organiza¬ 
tion. For example, one third of the line super¬ 
visors of the Pacific Lighting Companies first 
attracted attention through results of their 
tests. 15 Several large concerns use tests in 
selecting employees for apprentice, sales, or 
executive training. 

Tests are especially helpful in spotting the 
applicants and employees who in school were 
“under-achievers/ 1 students of high intelli¬ 
gence but poor school grades. Approximately 
a half million of these enter the labor market 


each year. These over-qualified under-achiev¬ 
ers do not adjust well to routine, repetitive, 
detail jobs, 16 but usually have good potentials 
for growth under stimulating supervisors. 

4. Several investigators have developed 
tests which reduce accidents in bus and truck 
driving through the selection of fewer ac¬ 
cident-prone drivers. In one study it was 
found that the highest tenth of the drivers 
(according to composite profile scores) had 
had 21.2 per cent fewer chargeable accidents 
than the lowest tenth. 17 A comparison of the 
average yearly accident rate for the year fol¬ 
lowing the tests and the three preceding years 
showed an improvement with respect to 
chargeable accidents of 28.8 per cent. Another 
psychologist, C. A. Drake, developed a series 
of tests which reduced the average accident 
index rate 70 per cent for new employees dur¬ 
ing the first three months of their work. 18 

5. Psychological tests decrease favoritism 
in hiring and place the securing of a job on 
an objective basis rather than on sentiment. 
Tests are a convenient device for avoiding 
pressure from friends and politicians who may 
have some protege who needs a job. Definite 
standards which every applicant must meet 
will enable the executive to say to the man 
who has an incapable nephew who needs a 
position: “We shall be glad to have the young 
man apply to us for a job, and if he meets the 
standards we have set up, we will find a place 
for him." However, the main value of tests is 
in locating good applicants and employees. 
Furthermore, there is considerable evidence 
to indicate that when a testing program is 
installed it tends to draw better applicants to 
the company. 19 A self-imposed selection takes 
place among applicants who know that the 
company uses tests. 

6. Tests can be used to determine needed 
areas of training on the part of new and 
old employees. Usually, tests of information 
and proficiency are used for this purpose. 
However, personality tests are helpful too, 
particularly in those occupations that require 
certain personality characteristics, as in sell¬ 
ing and research. 
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7. If a personnel department does coun¬ 
seling of inadequately adjusted employees, 
tests are essential to diagnosis. When used 
for this purpose, testing contributes to the 
development of happier and more effective 
workers. 

8. Test findings and interpretations are 
especially helpful to effective supervision. The 
use of tests often reveals vital information for 
management. Guy W. Wadsworth, Jr., presi¬ 
dent of the Southern California Gas Com¬ 
pany, pointed out their value when he stated: 

Generally speaking, low-grade supervisors tend 
to attract and to favor low-grade men. Their 
most favorable reports may be expected to con¬ 
cern subordinates much like themselves, who 
offer little potential rivalry. A keenly intelligent 
applicant placed under such a supervisor is often 
quickly classified as a “smart aleck." Thus there 
may be an unlooked-for wastage of manpower, in 
which technical fitness is not an issue. In any 
case, within our experience, the use of stand¬ 
ardized tests has provided a most effective per¬ 
sonnel audit, disclosing not only abilities which 
may not be called into play in the immediate 
assignment, but which would have remained 
obscured for other thoroughly human reasons. 20 

Limitations of Tostt 

Psychological tests have demonstrated their 
values in many phases of business, but are 
especially helpful in reducing labor turnover. 
However, when a critical score is once deter¬ 
mined and an executive decides that no ap¬ 
plicant shall be hired unless he scores above 
that point, the executive is also apt to go to 
the opposite extreme and try to hire only 
those who score considerably above the 
critical point. This practice may result in a 
high turnover, for it is desirable to have a 
maximum score as well as minimum score or 
an optimum range (see Table 16.1). One em¬ 
ployment manager started to use tests for 
hiring and then hired only persons with high 
intelligence for all his jobs. His method re¬ 
sulted in a high turnover, because few of the 
jobs were worthy of a person of high intelli¬ 
gence. The well-manned corporation is like 
a well-manned army; it consists of one gen¬ 


eral, a few high officers, many junior-grade 
officers, and the great mass of the organization 
made up of people with average or below- 
average intelligence. An elevator operator 
should have the intelligence needed for operat¬ 
ing elevators and not very much more. If this 
country should suddenly embark upon a 
eugenics program and breed only people of 
very high intelligence, we might be worse off 
than we are now, because many jobs in a 
technological civilization require only average 
and below-average intelligence. Examples of 
such jobs are truck-driving, elevator-operat¬ 
ing, factory machine-tending, and so on. 

TA81I 16.1 

Average Length o/ 

Teil St ore Service in Days 

10 to 19. i 

20 to 29. 91 

30 to 39. 156 

40 to 49. 142 

50 to 59. 107 

60 to 69. 100 

20 to 79. 96 

80 to 89. 87 

90 and above . 35 

From Harold E. Burtt, Employment Psychology 
(Boston: Houghton Mifflin Company. 1926), p. 289. 

When intelligence tests are used for selec¬ 
tive purposes, it is well to know whether 
environmental conditions have been eliminat¬ 
ing the unfit of the group to be tested. The 
use of intelligence tests for the selection of 
students for admission to college does not re¬ 
sult in very high correlations between scores 
in the tests and scholastic records. One reason 
for a low correlation is the selective process 
that has been operating through the school 
system. The students of lowest intelligence 
find grammar school and high school work too 
difficult for them and tend to drop out accord¬ 
ing to the degrees of intelligence possessed. 
Hence, when a student is able to apply for 
admission to college, he has already survived 
a process of selection. Only those above the 
average of intelligence are able to finish high 
school and apply for admission to college. 

If an individual has a certain minimum of 
intelligence for a given occupation or job, his 
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success depends upon other characteristics, 
such as temperament and personality. The 
intelligence of the executive is merely one of 
several factors in his composite behavior pat¬ 
tern, as suggested in the chapters (Two to 
Six) on adjustment patterns. 

Executives who decide to use psychological 
tests for hiring often want to take the tests 
themselves. The experience of the writer has 
been that, if the executive interested in the 
tests happens to make the highest score of all 
the employees, he then believes that the tests 
are good. The executives who happen to score 
lower than one or two employees lost interest 
in the use of tests. Such an attitude is wholly 
unscientific and unsound. If the executive 
could only realize that the purpose of the tests 
is to hire employees of a behavior pattern 
type requiring qualities of a different nature 
from his own, he might not be so easily elated 
or offended over the results of the test pro¬ 
cedure. 

Obviously, the mere fact that executives are 
pleased with the interpretation given them 
after taking a test does not mean that the 
test is useful. This applies particularly to 
personality tests which are interpreted in 
broad general terms that apply to almost 
everyone. Ross Stagner conducted a training 
session on testing in which he gave a simple 
test to 68 executives and then gave each the 
same report, couched in flattering generali¬ 
ties, such as “Proud of your independent 
thinking, you don’t accept others’ statements 
without satisfactory proof.” Of the 68 men 
who received the evaluations, 90 per cent 
scored the report as being an amazingly ac¬ 
curate over-all picture of their personalities or 
as good. He used this procedure in order to 
have the executives realize that a test must 
be evaluated quantitatively, not subjectively. 21 

One of the most frequent criticisms of 
psychological tests is that they are unfair to 
the nervous applicants. It is claimed that a 
person may be in an unusual mood. His 
digestion may be bad or he may be in a state 
of worry and therefore not do justice to him¬ 
self. Experience indicates that very few per¬ 


sons are emotionally disturbed while taking 
the tests administered by an experienced 
examiner. Tests may frighten employees and 
applicants when they are given without the 
necessary preliminary explanation of their 
limitations and values. However, when tests 
are properly handled, very few applicants ob¬ 
ject to taking them. A person of an especially 
timid or psychoneurotic nature may object, 
but such applicants are in a decided minority. 
In many situations it is not essential to tell 
the applicant that he is about to take a psy¬ 
chological test. It is better to ask him whether 
he objects to taking a short examination of his 
general fund of information or speed in 
figuring. 

Employees who have been tested should 
not be given their scores. Such results should 
be kept in the personal file of a major execu¬ 
tive of the firm. As previously stated, if a 
person has a certain accomplishment level of 
intelligence, his success and advancement may 
depend upon factors which are not measured 
by the tests. When an employee or lower-rank 
executive is given his own test score and he 
knows how he compares with other members 
of the organization, he assumes that those 
employees who happen to be a few points 
above or below him are also above or below 
him in ability or chances for promotion. No 
tests are available that measure so fine a 
degree of differentiation. Their chief value is 
that of classifying individuals into broad or 
general groups. 

Good scholastic records and high scores on 
intelligence tests are an indication of ability 
to do the kind of learning that requires some 
grasp of abstractions. However, ability to 
learn certain important business operations 
does not correlate with intelligence tests. The 
best example of this is stenographic ability. 
Many students of superior mental capacity 
make low marks in shorthand, and many who 
make high marks in shorthand have relatively 
low intelligence test scores. 22 This simply 
means that individual companies who use 
intelligence tests for hiring should supplement 
them with specific ability and skill tests. 
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Thus far, personnel men have not been 
able to obtain tests that measure character 
traits such as honesty in handling the em¬ 
ployer’s funds. Obviously, character as well 
as intelligence and personality must be con¬ 
sidered in hiring cashiers, bank tellers, and 
salesmen. Experiments have been conducted 
with tests of character. Some people are high 
in intelligence but of unreliable character. In 
general, however, we do find that most socially 
desirable traits go together. People of high 
intelligence tend to be of good character and 
are better-looking, easier to get along with, 
and healthier. However, a high rating in 
intelligence does not prove that a given indi¬ 
vidual will be honest in his business relations, 
for these correlations are not high. It merely 
indicates that the chances, statistically speak¬ 
ing, are somewhat greater that he is of good 
character than that he is not. Some of the 
first character tests dealt with school situa¬ 
tions. 

Children in school have been tested in 
deceit by giving them an examination, col¬ 
lecting the papers, making copies of each 
child’s answers, returning each child’s papers 
to the child, giving each a key to the correct 
answers, and asking each child to score his 
own paper. The child’s own scoring was then 


compared with the office copies of the scores 
and definite discrepancies between the two 
scorings were noted. It was found that some 
children would correct their own papers 
while scoring them: some would put dots 
over the letter “i" when it was a part of the 
test, others would cross the letter “t,” others 
would write in extra words, and the worst 
offenders would erase writings in ink and 
write in the correct answer in pencil. In most 
of these tests, the amount of dishonesty varied 
with the degree of motivation. When children 
were impressed with the tremendous impor¬ 
tance of making a high score, they cheated 
far more than when they were allowed to 
think that a high score in the examination 
was of no importance. This is in harmony 
with the businessman’s experience. The execu¬ 
tive who wishes to hire an employee for a 
position where, if he chooses, he can ma¬ 
nipulate the company’s finances for his own 
benefit does well when he selects a man 
who lives completely within his income and 
saves some money rather than a man who 
plays the stock market or happens to have 
a “social climber” for a wife. Our dishonesty 
tends to increase as the pressure for it in- 
creases. ,J 

At present, tests are not available that 



An exempt* of o choracler feif. Close 
yo ur eyes. Move o pencil oround the square 
three times without touching the paper. 
With eyes still closed, try to put o dot in 
each circle. Do this lor eoch of five trials. 
You mu»f pul a dot in eoch of ftie five 
circles on eoch trial in order to hove a plus 
score lor ony one trial. Refer to the Ap¬ 
pendix lor the answer. IAdopted from V. 
M. Cody. "The Estimation of Juvenile In¬ 
corrigibility." Journal of Delinquency. Mon¬ 
ograph No. 2. April 1923.1 
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tell the businessman whether an applicant 
is honest or dishonest. Honesty, like all 
character traits, is of a complex nature. It 
varies with the situation. A man may be 
scrupulously honest about paying his gam¬ 
bling debts and exceedingly lax about paying 
his room rent. One test will not measure any 
one character trait, because character traits 
are specific in their applications to situations. 
Knowing whether a person will cheat in an 
examination does not tell us whether he will 
steal money. 

Deliberate “faking” of answers with intent 
to deceive the test user is possible and is 
done by some applicants when they take 
certain kinds of tests such as personality and 
interest tests. Every tester knows that the 
typical applicant will respond in terms of 
an ideal self-concept rather than give a com¬ 
pletely candid self-appraisal . 24 

Occasionally, a popular writer will even 
offer rules on “How to Cheat on Personality 
Tests.” Psychologists have conducted studies 
of the effects on personality test scores of 
deliberate efforts to respond in accordance 
with honest and dishonest objectives. The 
research studies indicate that faking one’s 
answers in order to present one’s self more 
favorably for attaining a specific job such 
as supervision does result in producing scores 
that appear to be socially desirable. Such 
manipulations, however, are also likely to 
result in less desirable scores on other scales 
of the same test. Thus, dishonest respondents 
tend to gain only an insignificant advantage 
over honest respondents . 25 

Psychologists who are sophisticated in the 
interpretation of personality and interest tests 
are conscious of the possibilities and likelihood 
of simulation and interpret the scores accord¬ 
ingly. They note whether the score shows 
that “the individual is sensible enough to 
present himself in a reasonably acceptable 
manner, or whether he is so naive as to be 
overly candid, or (in the case of the test 
faker who gets carried away with his decep¬ 
tion) clumsy enough to present an unbeliev¬ 
ably sterling self-appraisal .” 26 


Of course the problem of faking the “cor¬ 
rect” answers does not arise in the use of 
intelligence, educational achievement, profi¬ 
ciency and many other kinds of tests—the 
individual cannot simulate knowledge or 
ability that he does not possess. 

All tests are limited by the fact that they 
give a prediction for a group or a number 
of individuals rather than a prediction for 
a specific person. As has been said, “Validity 
is a statistical concept; it refers to large 
groups, and not to individuals.” The validity 
of tests must be determined by their benefits 
in screening large groups. Valid tests do not 
offer predictions about a specific applicant, 
but they do offer odds on the chances that 
he will succeed or fail. To the sophisticated 
interpreter of tests, statistical validity, in 
some instances, may be less important than 
the meaningfulness that he sees in a test 
score as it relates to other facts known about 
the person tested . 27 

A test that has high positive predictive 
value indicates that anyone who scores high 
in the test tends to be high in the trait with 
which the test correlates. The high score 
means that, of one hundred persons who score 
high in the test, a certain percentage will 
also be high in the correlating trait.* If an 
employer hires a large number of employees 
for a specific job, as one does in life insurance 
selling or factory operations of large standard 
process shops, a set of psychological tests 
should be developed for the hiring of appli¬ 
cants; but most American business concerns 
do not have a large number of employees 
who do the same work. They have a few 
stenographers, several bookkeepers, a janitor, 
an office boy or two, and a larger number 
of miscellaneous machine operators. Unless 
the firm employs about fifty persons on the 
same kind of operation, it is difficult and 


• We shall not discuss the meaning of negative 
coefficients of correlation here, but leave that for the 
statistician who wishes to apply a more comprehen¬ 
sive knowledge of evaluations. However, the last 
chapter of this book presents some of the simpler 
statistical factors involved in evaluating tests. 
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expensive to develop reliable psychological 
tests and standards. Even in the larger cor¬ 
porations, it is often arduous to invent pro¬ 
fitable tests for more than one or two classes 
of employees. 

Psychologists recognize this limitation of 
tests and govern their decisions accordingly, 
but the novice who uses tests is apt to apply 
the prediction to specific individuals rather 
than to group relations. In general, no espe¬ 
cially difficult technique is required to admin¬ 
ister group psychological tests after they have 
been statistically treated, but to give them 
statistical interpretation requires more tech¬ 
nical application than most businessmen care 
to give. Executives should obtain the services 
of a trained tester if they wish to have any 
worthwhile results from psychological tests 
for hiring purposes. But the trained tester’s 
findings must be supplemented with the evalu¬ 
ations obtained through an incisive interview, 
from records of previous education and em¬ 
ployment, and by executive judgment. Tests 
do not measure the will to work, a trait 
which is often more important to the executive 
than the capacity to work. 

The interpretation of test scores in relation 
to all other known information about the 
individual requires considerable experience 
and training. The difficulties involved can be 
appreciated, to some extent, by the student 
who puts himself into the situation of a 
college admissions director. See pp. 340-341. 

Directors of admissions are aware of the 
difficulties and frequently evaluate the results 
of their selections in order to note the signi¬ 
ficant and non-significant factors in their 
judgments. A recent study by the Admission 
and Scholarship Committee of Harvard Col¬ 
lege was condensed by a business magazine: 

A Harvard survey shows that a freshman who 
ranks so-so (500-plus) on entrance exams but 


rates high on purely personal qualities—such as 
energy, judgment, generosity of spirit, and old- 
fashioned cussedness—is apt to rank near the 
top of his class in college studies. He'll likely 
rank just as high as the boy whose prime reason 
for being admitted is a top entrance exam score 
(700 to 800 at Harvard). Both types, the survey 
shows, share later scholastic honors about 
equally. 28 

In conclusion, we can say that testing 
does not supplant, but supplements, other 
steps in hiring. Common sense in the use of 
tests in industry has been summarized in 
regard to the more common errors, which are: 

(1) taking over completely test batteries that 
have been used successfully in other organiza¬ 
tions, (2) thinking that anyone can administer 
tests, (3) not interpreting test results in the 
light of the whole situation, and (4) expecting 
too much from tests. Tests may make definite 
contributions, however, as: (I) a check on 
educational background, (2) a check on 
reported occupational experience, (3) a means 
of comparing the applicant with workers 
already employed, (4) an indication of parti¬ 
cular abilities, and (5) a device offering some 
clues to temperament and personality charac¬ 
teristics. 29 

Tests and their limitations are the peren¬ 
nial subject of magazine articles that criticize, 
even ridicule, their use. But tests will continue 
to be used. Their use will continue because 
any one who must evaluate strangers realizes 
that he needs an aid more objective than his 
own personal impressions. 

The competent personnel man who uses 
tests also systematically improves his inter¬ 
viewing practices, evaluates the items on the 
application blank, and checks his appraisals 
by means of work histories and all available 
objective data. 
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PROJECTS 


1. Assume that all the employees of a large bank 
are to be given several psychological tests. 


Outline your procedure for obtaining and 
evaluating the tests. 
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2. A sales manager asks you to select some psy¬ 
chological tests for hiring salesmen. Outline 
the main steps in the procedure you would 
follow in attempting to give him what he 
wants. 

3. Intelligence test results are sometimes ex¬ 
pressed in terms of IQ and sometimes in 
terms of percentiles. Which would you select 
in each of the following cases? Offer reasons 
for your choice. In the case of percentiles, 
define each group used as the base. 

a. For applicants for a night watchman’s job. 

b. For admission to the graduate school of 
a university. 


c. For selecting soldiers for officers’ training 
schools. 

d. For discovering mentally handicapped 
children. 

e. For rating stenographers in an office. 

4. Some of our educational leaders arc wonder¬ 
ing whether admissions to college arc deter¬ 
mined too decidedly by test scores and other 
quantitative criteria. What are some of the 
probable benefits and disadvantages to our 
society when such criteria are the main or sole 
determinants? As an aid to your thinking, you 
may refer to Vernon R Alden, "What Kind of 
Excellence?” Saturday Review, July 18, 1964. 


HOW WOULD YOU INTERPRET THESE INTERVIEW AND TEST DATA? 


Do you want to try to decide who should go 
to college? Everyone screams at college ad¬ 
missions directors for their "unfairness," but 
few people have any idea of how difficult it 
is to select a freshman class—especially when 
you have to turn down three or four students 
for every one you admit, 

Arthur Howe, Jr., dean of admissions and 
student appointments at Yale, here presents 
six real cases of boys who applied to Yale 
(their names are disguised). You may admit 
only two; you must reject four. Printed on 
page 621 at the end of this book are Yale’s 
decisions, and how all the boys made out— 
whether or not they went to Yale. 

a. ARISTOTLE ANCHOVY. III. The only 
child of divorced parents. Anchovy lived with 
his Greek father in South Dakota. He attended 
a New England academy, where his senior aver¬ 
age was 89. But he had trouble with science and 
math his junior year, which dragged his average 
down to 74. However, he was on the first honor 
roll when he applied. His College Board scores 
for the Scholastic Test (SAT) were 495 Verbal 
and 504 Mathematical (on a scale of 200 to 800). 
Still he stood second in a class of 223. 

His headmaster gave him a "strong” but not 
"highest possible" recommendation. His German 
and Russian teacher called him "one of the most 
unusual students I have ever taught. He has 
always been low in tests and high in perfor¬ 
mance." His Yale interviewer found him "fluent 
in Greek, English, very good in several other 
languages” and a "painter, musician and poet." 
An excellent swimmer, he broke his school record 
for the 100 -yard freestyle. 

b. BRUNO BASS, Jr. Son of a Yale alumnus 
who did not graduate, Bass was the nephew of a 
Yale professor and also had a brother in Yale. 


At a Rhode Island prep school, his senior grades 
were in the 60s, with a 95 in Bible. His SAT 
Verbal score, however, was 698 and the Math 
601. He stood 60th in a class of 80. 

His headmaster felt Bass could be "endorsed 
with confidence." A special letter from his 
school’s dean of students declared that "through 
hard work and tenacity he has developed from a 
mediocre performer into a good one." His English 
teacher said his work had shown "remarkable 
improvement." The Yale interviewer felt that 
he "doesn’t seem to be the type who kills him¬ 
self working. Says grades off this fall, but he’s 
sure they’ll come back." He worked as head- 
waiter in school dining room, belonged to French, 
Philosophy and Car Clubs, and also played 
tennis and intramural hockey. 

c. CLARENCE CARP, Jr. This New Jerseyite 
was called "one in hundreds in the precosity of 
his art work" by a Yale professor with whom he 
had been working while still in high school. A 
junior expert on mosaics, he had spent two sum¬ 
mers in Greece. His senior grades were either 
C or C minus. But both the Yale professor and 
the mayor of Carp’s home town wrote en¬ 
thusiastic letters of recommendation, the mayor 
stressing Carp's work in local radio announcing 
and programming. His SAT scores were Verbal 
563 and Math 599, and he stood 23d in a class 
of 43. 

However, his headmaster expressed concern 
over whether Carp was too much of a specialist. 
His art teacher said that "he is not what you 
would call well-rounded; he is shaping up to be 
a specialist and in my opinion is likely to make 
a real contribution in his field.” The Yale inter¬ 
viewer found him "a real individual with a de¬ 
finite and nice personality." 

d. TRUXTON COD, IV. Both Cod’s father 
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and his brother were Yale graduates. A Bos¬ 
tonian, Cod went to "Old Eli Prep School,” 
where his senior average was 76. He improved 
steadily in his last three years, and was president 
of the art society. His SAT scores were Verbal 
490 and Math 580, and he stood 49th in a class 
of 89. 

Cod’s headmaster said he was "a fine boy,” but 
that "academically, he is not as sure a bet." 
However, the headmaster stressed that Cod had 
deliberately worked on his weaknesses. His his¬ 
tory professor said he "offers much leadership.” 
The Yale interviewer declared: "I think this boy 
faces a real struggle and there is some question 
in my mind whether or not Yale is really the 
place for him. Perhaps a post-graduate year 
would help, but perhaps he could make it with a 
lot of effort. But look at the scores." 

e. HORACE HADDOCK. A grandfather went 
to Yale. Haddock was a public-school student 
with a great interest in agriculture and the Fu¬ 
ture Farmers of America. He came from a large 
farm family, where study opportunities were rare. 

His grades senior year were two B minuses, a C, 
a C minus and an E (failing). All were down 
from his junior year, when he had one A minus, 
two B pluses, a B and a B minus. He applied 
only to Yale, no other college. In the top fifth of 
a class of 210, his SAT scores were Verbal 738 
and Math 737. 

Haddock’s guidance director pointed to his 
high test scores as proof that he was “quite 
remarkable as a scholar." However, she said 
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"Horace is as careless in his study habits as in 
his attire." and “his assignments arc frequently 
late or poorly written.” A Yale alumnus who 
interviewed him found him "very shy and ill at 
ease." refusing to state his academic high-school 
record and unaware of his class rank. 

f. PETER PUFFER. Son of a life-insurance 
agent. Puffer went to a public school, where his 
senior grades were Bs and Cs. He had a 13-year- 
old brother with an IQ of 170, a genius always 
held up to him as an example. But Peter was on 
the honor roll himself and was in high-achieve- 
ment classes. His SAT scores were Verbal 650 
and Math 539, and he stood 27th in a class of 
430. 

Puffer’s principal gave him a strong recom¬ 
mendation. But his history teacher disagreed, 
saying he had a "general attitude of arrogance." 
But the teacher admitted Puffer was under 
"tremendous parental pressure," and that his 
father gave him the finest clothes and an un¬ 
limited checking account, things which had an 
"adverse effect" on him. The teacher also felt 
that Puffer sought "an Ivy League College for 
prestige only." A Yale alumnus who interviewed 
him wrote: "Everything he says or does about 
his immediate future is slanted toward an ad¬ 
vertising career."* 

• From "College Admissions Directors Scream, 
Too," Sew York Herald Tribune, April 9, 1964. Re¬ 
produced by special permission. 
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CHAPTER SEVENTEEN 

APPRAISALS 
OF EMPLOYEES 
MERIT RATINGS 


The ambitious employee does not want 
managerial sermons or copybook maxims about how to become a big 
businessman. He needs definite and organized explanations 
regarding the actions he should take 
in order to deserve and achieve a feasible promotion. An inventory 
of personnel should be as important as a physical inventory. 
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m he writer once had the temerity to suggest 
to the general manager of a firm having three 
thousand employees that he ought to have a 
promotion and training system. His answer 
was: ‘Training and promotion? Bosh! Noth¬ 
ing doing. Why, do you know what I did 
several years ago? I arranged for several 
training courses to be given, hired the 
teachers, rented a special room in the center 
of town, and put a slip in the pay envelopes 
telling the employees that anyone taking the 
course would be directly in line for promotion 
and higher pay. The whole proposition was 
free. I almost begged some of them to take 
the training. About 50 per cent of our men 
are foreigners or too old to take any courses, 
but I estimated that about 1,200 could benefit 
by courses I had planned. Of the 1,200 
possibilities, how many do you suppose took 
the courses? Well, you couldn’t guess. I’ll 
tell you. Eight started and two finished.” 

The experience of this manager is not 
exceptional. Many employees will not exercise 
the self-discipine necessary to merit important 
positions. Most employees do not seek respon¬ 
sibility. Some must be persuaded to accept it. 
However, certain intelligent employees do 
desire promotion. When higher-grade appli¬ 
cants are hired they often ask: “Where does 
this job lead to?” The most frequent answer 
is one of evasion, such as, “You do your work 
well and keep your eyes open and you’ll be 
promoted when you really deserve it.” 

A more truthful statement to the applicant 
would be: “We have no well-planned system 
of promotion or advancement. We have never 
taken the trouble to study our employees and 
to explain how they can make themselves 
worth more to us. If you work for us and 
make good, it may be that in time we shall 
have an opening somewhere in the organiza¬ 
tion where we can use you. Of course, someone 
may have to die or leave before you can be 
promoted, but if you live long enough and 
work hard enough, you may get there. On 
the other hand, someone else may appeal more 
to us than you do, and then the other fellow 


will get the promotion. We think we know 
who the good men in our company are, but 
we don’t always know, so you must make a 
good impression on someone farther up. You 
must be able to sell us your ability as well as 
do good work.” 

Most employees recognize this situation 
and, even though they are not decidedly 
ambitious, they would like to know how well 
they do their work and what management 
thinks of them. That is one reason why a 
salary increase is so keenly desired by many 
employees—it is a token of management’s 
esteem for the employee. Granted that most 
employees do want more money for their 
economic needs, they also want more money 
as a means of satisfying certain psychological 
needs. That is why surveys of employee 
morale often reveal that a very high per¬ 
centage would like to find out answers to the 
question, “How am I doing?” Of course they 
want more than a report of the quantitative 
variety—they want to have the benefits of an 
interview with a responsible executive who 
will discuss the employee’s potentials and 
work habits in a friendly, constructive spirit. 
Many managements, too, would like to do 
this for each employee. As a means of satis¬ 
fying these and other needs, merit ratings 
have been developed. 

Rating is a term used to refer to the process 
of judging people and things. A rating scale 
is a standardized device for recording personal 
judgments. The use of a scale provides a 
method whereby judgments may be secured 
in a uniform manner and treated quantita¬ 
tively. Personal estimates and subjective 
opinions can be dealt with in much the same 
way as test scores and other psychological 
measurements. However, a rating scale is not 
a test and a rating scale should never be 
referred to as a test. It is a subjective estimate 
used because tests to measure certain personal 
characteristics are not as yet available. 

The term “rating” applies to areas of judg¬ 
ment which are not susceptible to the testing 
process. A rating is a personal judgment, 
but a test is or ought to be an objective 
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measure. If a characteristic of a person such 
as intelligence can be tested, it should not be 
rated. 

Ratings do not measure “merit”—they 
portray the pattern of perceptions which 
someone has about the individual. They 
present what certain acquaintances think they 
know or are willing to say about the person. 
Obviously what executives think they know 
about an employee is very important. They 
will treat the employee as they perceive him. 

The Benefits of a Rating Scale 

1. Some executives are prone to classify all 
employees into two large groups: the “good” 
and the “no-good.” The executive may call 
the “no-good” group “passable,” “tolerable,” 
or “just satisfactory,” depending upon the 
mood he is in at the time. Obviously, em¬ 
ployees are neither wholly good nor wholly 
bad, but each has some traits to a high degree 
and others to a low degree. The use of a 
rating scale compels the executive to analyze 
his employees and to obtain a more accurate 
picture of each person under his supervision. 

2. A rating scale also compels an executive 
to analyze his employees at regular intervals. 
Many an executive walks by some of his 
employees every working day for years and 
never thinks of their specific characteristics. 
If an employee commits a serious error or 
refuses to join a labor union, the executive 
may then hear of the matter and gauge the 
employee by a single dramatic incident. In 
most cases, the dramatic incident is an iso¬ 
lated defect of the employee’s conduct, be¬ 
cause his good qualities are taken for granted. 
Too many executives are negative-minded 
toward their employees. They can recite their 
weaknesses or failures, but are unable to list 
their positive points. 

3. The periodical use of a rating scale 
discovers the good men sooner and makes 
them available for the company. These men 
can be given special training, extra compen¬ 
sation, executive recognition, or opportunities 
for additional responsibilities or duties. 


Executives as well as lower echelons of 
employees must be analyzed regarding pro- 
motability. In one analysis of 3,000 execu¬ 
tives, 1 the research project indicated that only 
slightly more than one-third qualified for any 
advancement and fewer had potentials for 
development into top management jobs. This, 
in some companies, might become a serious 
problem because approximately 40 per cent 
of all top management personnel are in the 
age bracket from 55 to 65. Many of these 
will retire in the course of their next 10 years. 
Death, disability, and turnover are continu¬ 
ous. 

4. The executive can check or verify his 
own analyses of employees. If he should rate 
a man high one month and then rate him low 
six months later, the cause should be known. 
Perhaps a trivial incident has changed the 
estimate of the executive, or he may not 
really know the employee well enough to 
rate him. Having a record of his estimates 
of employees will enable the rater to ascertain 
his ability to analyze others. His ratings can 
be compared with those of other executives 
and his tendencies toward high or low ratings 
can be discovered. If an executive is a poor 
judge of human behavior, the rating scale 
should cause him to realize his own peculiarity. 

5. Just as the rating scale enables the 
executive to improve his ability to analyze 
the employee, so the employee also learns the 
particular qualities he should develop or 
eliminate. Few employees know their own 
strong and weak characteristics. They do 
not improve themselves, because the manage¬ 
ment does not tell them what to improve 
or how to do it. The “Success” books and 
pep lectures are too general or too inspira¬ 
tional to enable the employees to make direct 
and tangible applications to their own jobs. 

Kinds of Rating Scales 

Many different rating scales have been 
invented, but most of those in current use 
can be classified into five basic types: 
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1. Ranking 

The rater is asked to list employees in 
rank order from “best” at the head of the 
list to “poorest” at the bottom of the list, in 
regard to some defined characteristics. This 
method is seldom practiced today. 

2. Man-to-Man Comparisons 
(paired comparisons) 

This method is similar to the first but 
applied to a group. By this, the individual 
members of groups are compared to each 
other, one at a time. This technique was 
developed during World War I and was used 
by the army at that time to assess officer 
ability. It is extremely laborious and time 
consuming. Hence, it is rarely used today. 

3. Forced Choice Rating 

This device usually sets up five statements 
in a section and the rater is requested to 
check two in each section that best describe 
the individual. Raters do not like this method, 
for it is often difficult for them to know when 
they are rating a person favorably. 

4. Graphic Rating Scales 

This is the most widely used and abused 
technique. Series of traits or characteristics 
important in assessing employee performance 
are listed. Each listing is divided into degrees. 
For example, “cooperative” might be divided 
into degrees such as: “always cooperative,” 
“usually cooperative,” "often cooperative,” 
“seldom cooperative,” “never cooperative.” 
Thus, in effect, a quantitative measuring scale 
is provided for each trait. 

5. Behavior Check List 

Experimentation with this form has been 
going on during recent years. The check list 
utilizes definitive statements felt to be typical 
of poor, average and good performance. The 
rater is instructed to check whether the person 
being rated does them or how well he does 


them. 2 One important advantage of this form 
is that it gives the rater and ratee helpful 
ideas to talk about in an interview. 

William R. Spriegel made a survey of 
company practices in the appraisal of em¬ 
ployee performance and found that 343 of 
567 reporting companies had appraisal pro¬ 
grams for employees at the general-foreman 
level or below. See Table 17.1 for per cent 
of firms that reported use of appraisal pro¬ 
grams. 

TABU 17.1 

HOW PERFORMANCE APPRAISAL HAS GROWN 

Per Cent o) Firms Reporting Use of Appraisal 
For Non- For 

Any Kind of executives Executives 


Year Appraisal Only Only 

1930. 41.0 — — 

1940 . S2.0 52.8 20.0 

1947 . 45.9 42.2 20.9 

1955. 608 54.6 32.3 

1957 . 66.0 57.3 42.1 

I960*. - 60.5t 45.33 


* Figures for 1960 arc taken from the study reported 
here, which did not compute total use of merit 
rating. 

♦ General foremen and down. 
t Superintendents and up, 

Source: William R. Spriegel, "Company Practices in 
Appraisal of Managerial Performance," Personnel, 
American Management Association, Inc., May-June, 
1962, p. 79. 

The appraisal methods used by these com¬ 
panies are listed in Table 17.2. 

TABLE 17.2 

APPRAISAL METHODS 
USED BY RESPONDENTS 

Number of 


Method Firms 

Graphic . 63 

Traits and/or performance rating, checking 

various descriptive phrases,. 148 

Traits and/or performance rating, the rater 
writing out the degree of performance 

applicable. 125 

Space for an illustration of the degree of 

performance described. 170 

Rate on only one item, “How well does he 
perform on his job?” leaving room to 
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check some 3 to S degrees and asking for 


comments to justify the rating. 82 

Traditional "forced choice” system of rating 
where multiple choices are provided and 
the rater must select: ( 1 ) the one most 
like the ratee and ( 2 ) the one least like 

the ratee. 45 

Numerical or percentage value given to ap¬ 
praisal or rating. 102 


Source: Spriegel, op. cit., p. 80. 

The choice of form to be used should be 
determined by the main purpose of the rating 
system. Spriegel’s survey indicated that two 
of the purposes, “Counseling” and “Training 
and development,” require executives to think 
through the strengths and weaknesses of the 
ratee. Most of the other purposes indicate 
that appraisals are used for decision making 
as in promotions, discharges and salary admin¬ 
istration. See Table 17.3. 

TABLI 17.3 

PURPOSES FOR WHICH 
APPRAISAL IS USEO 

Number of 


Purpose Firms 

Counseling . 300 

Promotion . 298 

Training and development . 265 

Considering retention or discharge. 240 

Salary administration or merit increase ... 237 

Bonus payments . 54 

Profit-sharing payments. 14 

Methods of Training Raters 

Number of 

Method Firms 

Provide each rater with a manual explain¬ 
ing the program, but give no other 

special instructions. 72 

Hold a meeting of all raters to explain the 
program; may also provide a manual. .. 158 

Provide some practice in rating to give 
raters an appreciation of the standards; 
may also provide manual and/or hold 

meeting. 82 

Have individual consultation and review 
with raters who give out-of-line ratings. 175 


Source: Spriegel, op. cit., pp. 81, 82. 

Most purposes tend to fall into one of four 
main classes: 

1. To obtain a measure or estimate of job 


performance for administrative use, as in 
the case of the Lincoln Electric Company’s 
“Bonus Merit Rating Scoring System” (see 
pages 355 and 356). A general trait scale is 
usually used for such purposes. When the 
main purpose of the rating is for administra¬ 
tive use rather than training or interviewing, 
discussion of four or five general traits is 
sufficient. As stated by Bittner: 

1. In a study of a 12-trait rating scale applied 
to over 1,100 men in industry, a factor analysis 
showed that only two traits were really being 
measured. These were called “ability to do 
present job” and “quality of performance on the 
job." This result was due to the great overlap¬ 
ping or inability of the raters to distinguish be¬ 
tween the traits. 

2. In a study of a 10-trait rating scale applied 
to 2.000 Army officers, factor analysis revealed 
that only three traits were being measured— 
namely, "sense of duty." "physical and mental 
endurance and ability.” and “leadership." It was 
also found that "ability to obtain results” cor¬ 
related .90 with the total score on the 10 traits, 
and four of the 10 traits predicted the total score 
almost perfectly with a correlation of .97. 

3. In another study of a 12-trait rating scale 
applied to Army Air Force officers, factor analy¬ 
sis showed that only four traits were being 
measured—namely, "sense of duty.” “physical 
and mental stability and endurance,” “leader¬ 
ship." and "judgment and common sense." 

4. In developing a new Army rating scale, 900 
behavior items—statements like “can’t take sug¬ 
gestions.” "resents criticism"—were rated by a 
group of officers on observability and univer¬ 
sality. and it was necessary to throw out 600 of 
them as being not observable, not universally 
applicable, or both. 

The import of these and similar studies is that 
only a few traits will be included in the rating 
scale if the three criteria—observability, univer¬ 
sality. and distinguishability—arc observed in 
selecting them. Add more if you like, but you end 
up with essentially the same result (and often 
misleading results) at the cost of considerably 
more effort. A few companies have recognized 
this and applied it in their rating procedure. At 
least one company I know rates on only two 
traits—"ability to do present job” and “pro- 
motability.” 3 

2. To select employees for promotion, 
transfer, or layoff. The ranking method is 
most commonly used. 
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3. To provide a basis for a training pro¬ 
gram, as exemplified by the “Employees’ 
Ratings of Their Supervisor” (see page 342). 
In this case, each employee rated his super¬ 
visory superiors. The employees’ ratings of 
each supervisor were charted to show whether 
he was above or below the average for all 
supervisors of the company. The results of 
the ratings on all traits were not given in 
any one training session. To stimulate the 
supervisors, the results for trait number one 
were given in the first session, and so on to 
the end of the training course of eighteen 
sessions. 

4. To provide a basis for a constructive 
interview with the employee. Some kind of 
behavior check list or other type that provides 
a wide variety of specific descriptive phrases 
is most helpful. 

The chief value of ratings which are made 
on specific characteristics rather than general 
behavior is that they enable the executive 
to give the employee definite suggestions as 
to what he should or should not do. To tell 
an employee that he should improve his 
appearance is not so effective as to tell him 
that he should shave more frequently or press 
his clothes regularly. To tell him that he 
should be more industrious is not so effective 
as to ask him to do less “visiting” in the 
office or to come to work on time. When 
abstractions are rated and the supervisory 
executive wishes to have an intimate advisory 
talk with a subordinate, he usually preaches 
a sermon. 

When Foremen Conduct the 
Post-rating Interview 

In some companies foremen are expected 
to discuss an employee’s rating or appraisal 
with him. Most foremen find it difficult. It is 
embarrassing to tell a subordinate to his face 
that he lacks personality or a sense of humor. 
The foreman realizes that when a man is told 
that he lacks “vision” or a “dynamic per¬ 
sonality,” he is likely to feel baffled rather 
than enlightened. 


When one foreman was told that he should 
conduct post-appraisal interviews with his 
employees, he answered: “I’ll be darned if 
I’ll do that. I’ll take the time to sit down 
and rate each one of my men, but I won’t 
discuss the ratings with the man. When I 
tried to do the reviews last year, it took me 
several months to get back to normal with 
each man." Some foremen feel silly when they 
sit down and try to talk to a worker as though 
the interview were a special occasion. They 
believe that if the worker deserves coaching, he 
should have it given to him as soon as the need 
arises—not once or twice a year on a special 
occasion. Many foremen also feel that it is 
useless to talk to a man about his work record 
unless it is possible to give each deserving 
employee a raise in pay right after the inter¬ 
view. As one foreman stated: “If he does not 
deserve a raise in pay, you can’t convince 
him without an argument." 

The list of excuses given by foremen for 
procrastination in conducting a post-appraisal 
interview are many: When an employee is 
counseled about the improvements he should 
make, he may react badly, he may argue, 
he may be upset emotionally, he may be made 
to feel insecure. If the employee is praised, 
he may become conceited about his own im¬ 
portance, and some employees will tell others 
the complimentary content of the merit rating 
interview and thus provoke jealousy on the 
part of fellow workers. 

These objections should be appreciated by 
top management. Few supervisors know how 
to cope with an employee’s resistance when 
it is shown by tense silence, obviously emo¬ 
tionalized but with resentment suppressed 
rather than expressed openly. Nor do they 
like to deal with counter-arguments. 

The personal relationship between a super¬ 
visor and a subordinate is similar to that 
between two good friends—neither mentions 
to the others certain touchy subjects. Some 
companies find it easier therefore to spend 
money necessary to hire specialists such as 
psychologists and consultants to do it for the 
foremen. And yet few hired specialists are 
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in so strong a position for counseling as the 
man’s own boss. The hired specialists, in time, 
discover that an employee’s behavior will not 
be changed until he is involved in action—in 
the performance of a real task whose outcome 
will be significant to him. The most meaningful 
action plan to an employee is one set up 
under the guidance or direction of a senior 
who is responsible for the work being per¬ 
formed. However, the senior may have to be 
a member of management of a higher level 
of responsibility and skill than found in the 
typical shop foreman. 

APPRAISALS FOR COACHING PURPOSES 

Most merit rating systems that involve the 
use of an elaborate printed scale for evaluat¬ 
ing personality traits do not encourage the 
"judge” to examine the factors that are 
most important in the employer-employee 
relationship—getting the work done. The em¬ 
ployee who is not getting his work done 
properly or in the expected quantity, needs 
coaching about the work and his procedures 
rather than an evaluation of his personality 
traits. Generally, merit rating plans of the 
trait variety have been used mostly by per¬ 
sonnel workers for administrative purposes. 
Appraisal plans for coaching purposes are 
used mainly by line executives above the 
typical supervisory level. 

The trend toward the use of formal ap¬ 
praisal systems for coaching purposes has 
increased. Executives do some informal coach¬ 
ing of their subordinates every day. The main 
value of a formal appraisal system is that 
the executive is encouraged to analyze each 
subordinate’s work record and to review with 
him all those factors that might enable him 
to do a better job. 

Several investigators of appraisal systems 
have pointed out the difficulties in trying to 
be judicial in appraising people and have 
advocated the use of a plan that gauges 
"management by objectives” rather than by 
judgment of the personal worth of a sub¬ 
ordinate . 4 


The first stage in the procedure used in 
this new approach is a simple statement, 
conversational, of employee work responsibili¬ 
ties rather than a formal job description. 
From this the boss and the subordinate estab¬ 
lish the subordinate’s "targets” or short-term 
(about six months) performance goals. At the 
conclusion of the six-month period, the sub¬ 
ordinate makes his own appraisal of what he 
has accomplished relative to the targets which 
he had set. The boss and subordinate then 
hold a "review interview” to discuss the 
record, evaluate the weaknesses and strengths 
in what has been done, and set new targets 
for the next six months. In this procedure the 
subordinate is an active figure in the system, 
and the major difference between this ap¬ 
proach and the conventional trait-rating tech¬ 
nique is that it shifts the emphasis from 
appraisal to analysis. There is also a shift 
of emphasis from the past to performance 
in relation to work goals in the future, and 
this serves a more constructive end than 
judicial evaluations of the person. The per¬ 
sonality of the subordinate is not a central 
issue, but the prospects for self-development 
through work are greatly enhanced . 5 

Coaching by the executive provides a mean¬ 
ingful method for letting a subordinate know 
where he stands in his work relations with 
management and for discussing specific ways 
in which he can become more effective in his 
job. 

Many executives who believe in coaching 
would like to improve their skill in doing it. 
The intensity of interest on the part of exe¬ 
cutives is indicated by the experience of the 
American Management Association. The 
AMA reports that whenever it announces a 
seminar on appraisal reviews, it is flooded 
with executive applicants. Another barometer 
of management interest in the subject is the 
increase of management consulting firms who 
have entered the field . 6 

In an appraisal review session for coaching 
purposes the boss and the subordinate should 
conduct a give-and-take discussion of the 
subordinate’s performance on the job, rela- 
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tions with fellow workers, standing with his 
superiors, and all strengths and weaknesses 
in regard to the work. The session ends with 
a summary of what the subordinate can do 
to improve his performance. 

What goes on in a coaching interview varies 
with the individuals involved. The typical 
executive usually starts the interview with a 
review of the subordinate’s strong points. 

Then he gradually moves into areas where 
the ratee could stand improvement. The ex¬ 
ecutive will, if he is skilled, let the subordinate 
do most of the talking, let him tell what is 
wrong with his current procedures. The execu¬ 
tive adds comments of approval or disap¬ 
proval, or makes recommendations. 

Skilled interviewers use the “turnback.” 
When the ratee asks a question, the rater 
turns the question back to the ratee before 
he tries to give an answer. 

Here are four examples of turnback: 

1. ratee: But how does my rating stack up with 

the other employees in the department? 
rater: How do you feel you compare with 
the others? 

2. ratee: But I try hard all the time. What can 

I do to improve? 

rater: What do you think you might do to 
improve? 

3. ratee: Have I been doing any better lately? 

Do you think my work is improving? 
rater: Do you feel you have been improving? 

4. ratee: I would like some time to get to be 

a secretary. How should I go about it? 
rater: Do you have any ideas as to what you 
might do? 

When the person rated responds with strong 
feeling, the interviewer does not give a logical 
explanation. Instead, he encourages the ratee 
to talk out his feelings and thereby clarify 
his thinking so that he can develop his own 
solution. If pent-up feelings have been re¬ 
leased, he may become more receptive to a 
logical explanation. 

These permissive techniques do not mean 
that an employee should not become aware of 
his weaknesses and needed improvements.. On 
the contrary, the processes of making him 
aware can be achieved by different techniques. 
The permissive procedure of the kind that 


uses the turnback is designed to enable the 
ratee to discover and to accept the criticism 
rather than hear it given but refuse its ac¬ 
ceptance. 7 

Some executives can or at least think they 
can do effective coaching. When they do, the 
executive and his subordinate try to agree on 
what areas of performance are poor and what 
the subordinate will do to bring about im¬ 
provement. At the next appraisal, or perhaps 
sooner, they will meet to see how the improve¬ 
ment program is progressing. 

Great skill is needed by the executive who 
conducts a discussion of a subordinate’s per¬ 
formance and how he can improve it. Yet 
the practice is spreading to shop and office 
employees as more top management men see 
it as a help in coaching their junior executives. 
The boss usually talks with and gets sugges¬ 
tions from other executives to improve his 
appraisal and recommendations before the 
interview takes place. 

As an aid to the executive, the committee 
or group approach to appraisal review systems 
is gaining. The typical executive does not 
want to be the only person to evaluate a man. 
In the committee approach, the group consists 
of personnel specialists and senior executives, 
including the man’s immediate supervisor. 
They hold an appraising session, essentially 
constructive in spirit. Later, the immediate 
supervisor sits down with his subordinate to 
clarify the group’s findings and suggestions. 
The two men then discuss ways in which 
improvements can be made in the perfor¬ 
mance. The committee approach eliminates 
tendencies toward personal prejudice. It also 
takes a great load off the supervisor. Instead 
of saying “I think...,” he can say, “We 
believe...” 

Recommendations for Effective Post- 
Appraisal Interviews 

Management men and researchers have 
found that the effectiveness of interviews can 
be increased by means of the following pro¬ 
cedures: 

1. Do not tell a man how or in what 
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respects he should change himself. Instead, 
ask him questions about his work responsibili¬ 
ties, his objectives, and his methods of work. 
Use' the job-centered rather than a man- 
centered approach. 

2. Interviews should not begin with a 
review of what is wrong with a man or his 
work. Let him suggest the first topics for 
discussion so that he may feel that his 
interests are being recognized. Always pre¬ 
serve a man’s dignity. 

3. Stress the team approach. Discuss the 
relationships with other members of the com¬ 
pany and procedures for getting work done 
by bringing those people into the program 
who are or should be participants. 

4. Some executives who conduct post¬ 
appraisal interviews find that going through 
an interview themselves with their own chiefs 
helps them improve their interviews with 
others. To be effective with others, it is nec¬ 
essary to be relaxed and self confident. The 
man who has experienced the benefits of a 
constructive appraisal interview himself usu¬ 
ally improves his manner with his subordi¬ 
nates. 

5. The coaching type of interview should 
not involve a review of the advisee’s present 
salary or promises of reward for the future. 
The focus of discussion is the employee’s job, 
not his pay. This procedure is the opposite 
of that used in merit ratings for administra¬ 
tive purposes. Some companies use merit 
ratings in deciding whether to grant or with¬ 
hold raises. As a result, the rating system has 
this meaning for the employees. When all 
appraisals are made in the same month of the 
year, the appraisal date becomes the time 
when every employee expects a raise. Hence, 
some managements conduct their appraisal of 
each employee about two months prior to the 
anniversary date of his employment. This 
spreads the administrative task throughout 
the year and prevents the expectation of an 
increase being given to most employees at the 
same time. 

6. When an employee raises the question 
of pay during the coaching interview, the 
coach should point out that that subject must 


be treated in another type of interview. An 
appointment for the purpose can be made. 
During the coaching interview, the coach 
should stress the worker’s satisfactions gained 
from his knowledge that he is doing good 
work. Professional workers such as physicians 
and teachers are likely to continue to improve 
their work and abilities even though financial 
rewards do not follow immediately. To them, 
financial rewards are by-products of good 
work. As in the professions, most intelligent 
workers in business improve their abilities 
because they increase their respect for them¬ 
selves, not for money alone. They seek self- 
fulfillment as well as material rewards. 

7. To be effective as a coach or counselor, 
the executive must be held in high esteem by 
the subordinate. If the subordinate merely 
acts in a respectful manner because the 
superior holds a higher rank, the coaching 
benefits will be negligible. 

8. Executives who do systematic coaching 
as in post-appraisal interviews realize that 
much skill is essential. This kind of interview 
cannot attain its full benefits when an execu¬ 
tive acts in his usual authoritarian manner. 
If he is to learn to respect the special contri¬ 
butions that can be made through permissive 
techniques, he may have to develop a new 
kind of respect for himself as a skilled coun¬ 
selor, diagnostician, and teacher. The execu¬ 
tive coach can get self-appraisal values out of 
the interview, too. He does this when he asks, 
"What can I do to help you make your job 
go better?” When the atmosphere is truly 
permissive, the subordinate will tell him quite 
frankly. 

9. Use "playback.” Ask the employee to 
state his ideas as to the conclusions and plans 
that were developed during the interview. 
If he wants to make promises that he cannot 
or is not likely to fulfill by the time of the 
next coaching session, it is necessary to help 
him set goals that are attainable. 

A favorable attitude on the part of 
employees toward a rating system can be 
fostered by using a positive and pleasing title 
for it, such as "Employee Progress Review” 
or "Employee Development Plan.” 
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Whatever the appraisal or coaching pro¬ 
gram that may be used, all employees should 
know about its nature and its purposes. 
Employees should be given the information 
before the plan is put into effect. One bank 
management made the mistake of hiring a 
retail reporting organization that had its inter¬ 
viewers “shop” each teller in the bank in 
order to rate the teller. When management 
presented the “shoppers’” reports to the 
tellers, they felt resentful. Management had 
failed to be above board with them. Clever¬ 
ness cannot be justified when it also implies 
insincerity. 

Rightly used, the development of a rating 
system can be made the basis of an extensive 
company educational program. When em¬ 
ployees do not participate in management’s 
rating and educational plans, the employees 
do not respond whole-heartedly to manage¬ 
ment’s well-meant efforts. The violation of 
this basic principle explains why the manager 
mentioned in the beginning of this chapter 
failed to get a worthwhile response to his 
new training courses. 

Teachers are often asked to rate students 
or former students, but their ratings should 
be limited to the classroom contacts and 
should not include the many outside activities. 
When a teacher has a large class, he seldom 
becomes acquainted with the students. Occa¬ 
sionally he does have direct associations with 
a student in his home or on the athletic field, 
and then the classroom estimate may be modi¬ 
fied very decidedly. The ratings made by 
ministers and doctors have little value, 
because they know people under limited con¬ 
ditions only. Few of us conduct ourselves 
normally when in the presence of preachers 
and physicians. 

Ronald Taft reviewed the literature con¬ 
cerning the ability of people to judge others 
and described five different types of methods 
of measuring this ability. He found that the 
following characteristics appear to be related 
to the ability of a person to judge the per¬ 
sonality characteristics of others: 

High intelligence and academic ability. 


This is positively related to ability to deter¬ 
mine another’s characteristics analytically, 
but not to non-analytic ways of judging. 
Probably perception and attitude are more 
important in determining the latter than 
abstract intelligence. 

Emotional adjustment. The better adjusted 
person is the better judge. 

Insight into one’s own status. Evidently 
those who can rate themselves accurately on 
individual traits can also rate others fairly 
well. 

Social orientation. Good judges of others 
have a greater social orientation than the 
poorer judges. 

Social skill. The ability to predict how 
subjects will respond to opinion items is con¬ 
sistent with measures of social skill such as 
leadership, salesmanship, and popularity. This 
might also be due to projection on the part of 
the skilled people. 

Apparently the ability to judge another’s 
personality characteristics accurately depends 
on more than the possession of certain traits 
in the person judging. It is more than the 
right proportions of general intelligence to 
social intelligence to intuition that is needed. 
The judger needs, in addition, appropriate 
norms, such as a similar background, and he 
should be motivated to judge accurately and 
be free to do so. 8 

Some persons are poor judges of other 
people. Conversely, certain individuals can 
rate others objectively and accurately. The 
best judges can be identified to some extent. 9 

Studies of individuals regarding their abili¬ 
ties to judge others accurately have suggested 
that the rater’s concepts of himself determine 
the quality of his interpersonal appraisals. 
As one researcher stated: “It is not that as 
ye shall judge so shall ye be judged, but as 
you judge yourself, so shall you judge 
others.” 10 Generally, clinicians assume that 
an emotionally healthy individual is a better 
judge of others because he has fewer problems 
that interfere with his ability to view others 
objectively. 

As previously stated, some companies try 
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to improve the accuracy of ratings by having 
raters meet as a group and agree on a con¬ 
sensus evaluation. Experimental studies indi¬ 
cate, however, that if three raters make their 
estimates independently and then arrive at a 
consensus estimate, the consensus is not as 
satisfactory as the statistical pooling of the 
ratings (by items) made by the same three 
judges independently. 11 

The " Halo Error ” Is Common to 

All Ratings. 

The general impression of an individual 
markedly colors our evaluation of his specific 
traits. If a person impresses us favorably in 
a general way, or because of some specific 
quality that we know he possesses, or because 
of an outstanding experience with him, we 
then tend to invest his entire personality with 
a luster that causes us to overestimate his 
desirable traits and underestimate his unde¬ 
sirable characteristics. One executive was 
asked why he rated a certain employee so low 
in all traits. His answer was to the effect 
that he did not like people who have small 
mouths and the particular employee had a 
small mouth. Some previous experience caused 
small mouths to become associated with the 
undesirable kind of personality and this expe¬ 
rience colored his estimates of people who 
had that incidental trait. As we all know, 
if we like a person, we are apt to attribute 
all good traits to him. Conversely, if we dis¬ 
like him, we tend to assign to him all nega¬ 
tive traits. 

The halo influence on graphic rating scales 
can be overcome to some extent if the rater 
will fill in the rating blanks for all employees 
by judging the employees on one trait at a 
time. For example, if twenty employees are 
to be rated on ten traits, the first trait on 
the scale being initiative, the judge should 
rate all twenty on initiative, and so on for 
each trait. It is natural for the executive 
to consider one man at a time rather than one 
trait at a time, but that procedure increases 
the halo effect. This danger also suggests that 


raters need systematic instruction before they 
make the ratings of their employees. 12 

The One Best Rating Plan Is 

Still to Be Invented. 

When executives decide to use a merit rat¬ 
ing plan, they naturally want the “one perfect 
plan.” Unfortunately, no one system or form 
has as yet been proved to be valid or appro¬ 
priate for all or even for many organizations. 

The rating plan that is best for most com¬ 
panies is the one that most members of the 
organization will use constructively. 

When the Industrial Relations Section, 
California Institute of Technology, had com¬ 
pleted a total of 25 surveys in 18 different 
companies, covering over 50,000 employees, 
the Section formulated a number of conclu¬ 
sions based on all of its studies of employee 
opinion. One of these was that “Employees 
want to know from their supervisors how 
they are doing on the job and how they 
can improve.” Supervisors will not do this 
task, which appears disagreeable to them at 
first, unless they have been properly trained 
and unless there is a planned procedure for 
rating employees and for discussing these 
ratings with them. 13 

The managements that try to make their 
appraisal programs an important contributory 
influence in strengthening their personnel do 
more than provide a manual of instruction— 
they also provide practice sessions and con¬ 
duct individual reviews with raters. 

Spencer J. Hayden has described some of 
the current faulty practices and the more 
effective procedures, in part, as follows: 

What do most of us do when we "coach” a 
subordinate after rating him? Well, usually we 
begin by calling him in for a special interview. 
(How did you feel the last time your boss sched¬ 
uled such a meeting—anxious and on the de¬ 
fensive?) 

Next, we "put him at ease” by rambling on 
about the weather, his kid's progress in school, 
and such. Then we pointedly compliment him 
on some minor matter. All of this is a prelude 
to getting down to the dirty work. (How did 
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you feel when you were on the receiving end of 
this—were you fooled? Were you mentally pre¬ 
paring your defense?) 

Then we lower the boom: tell him what's 
wrong, his “strengths and weaknesses." and what 
he ought to do to improve. (How did you feel 
when you got the works—cooperative on the 
surface but hurt underneath; confused, upset, 
resentful?)... 

When someone tells you that you are doing 
wrong, he is really disapproving of you. There¬ 
fore, he becomes a threat to your self-esteem. 
When this happens, the perfectly normal tend¬ 
ency is to react defensively. And the more a 
person is on the defensive, the less advice he is 
able to accept from the threatencr. In other 
words, the person who tells you your weak¬ 
nesses is doing you no favor. He has created a 
barrier, unless the weaknesses are so minor, and 
mean so little to both parties, that the criticism 
cannot be taken seriously. At any rate, the boss's 
telling does not help the subordinate learn how to 
criticize himself, to solve his own problems, or 
to think more objectively about his performance, 
now or in the future.... 

At any rate, in the ordinary post-appraisal in¬ 
terview, the boss carries the ball, does all the 
work, docs all the thinking, docs all the plan¬ 
ning—even though it is the subordinate who 
should be doing the learning. Somehow, this type 
of interview must be converted into a situation 
in which the subordinate does the work: the 
appraising, the evaluating, the thinking, the learn¬ 
ing, the planning. And this will not happen unless 
he does almost all the talking. 

To put it differently, when someone "advises” 
you. or pleads with you, or "suggests" that you 
do something, all these approaches involve his 
ideas rather than yours. Ever try advising a 
problem drinker? Or pleading with him? Or sug¬ 
gesting that he stay away from alcohol? 

The point is this: everyone has a behavior 
pattern that reflects his personal adjustment to 
the problems of work and life. Until he feels 
differently about these patterns he’ll continue 
them or substitute similar ones. If forced to 
abandon or change his ways, by being told to, or 
ordered to, or advised to. the change is usually 
insincere, uncomfortable, and only temporary. 

What, then, can be done to help or motivate 
people to change.. .assuming that straight-for¬ 
ward telling or suggesting doesn’t really come to 
grips with the basic problem? The answer lies in 
the fostering of the man’s own insight, that is, in 
the maturing of his own self-perception, so that 
he sees himself, his behavior and the consequences 
of his actions in a clearer and more objec¬ 


tive light, and eventually frees himself from the 
tangle of needs and emotions that determines the 
things he docs. No one learns about himself from 
another. No one can be "analyzed" by another, 
because no two people have the same feelings 
about things, the same history, or the same prob¬ 
lems. A man has to analyze himself. A counselor’s 
role (the post-appraisal interviewer's role) is to 

stimulate this self-appraisal- 

Attitudes are not changed by telling, advising, 
or showing. They are not changed by the process 
called “training." They are changed only by 
education, a long-range process that takes into 
account the whole man. his home life, goals, 
fears, hopes, history, and concept of himself. We 
call this type of education "counseling." It is 
man-centered rather than work-centered. It aims 
at the source rather than the result of perform¬ 
ance. It doesn’t ask "What should this man do 
to improve?" It seeks the answers to the ques¬ 
tions: Why does he act this way? How far does 
he recognize the nature of his trouble?... 

The most important thing is a man’s own ap¬ 
praisal of himself. This, rather than anyone else’s 
rating, should form the basis of a counseling rela¬ 
tionship. Let him rate himself. Let him initiate 
the discussion of his own rating. As an example, 
some rating forms carry printed directions re¬ 
questing the man to turn in his rating to his 
superior. This provides a somewhat less objec¬ 
tionable situation than the scheduled visit or 
summons to the boss's office. If a man initiates 
his own post-appraisal interview, he may feel a 
little surer of himself. He can wait until he’s 
ready and feels that things are "right" for the 
meeting. 

The objectives of post-appraisal interviewing 
should be a personal recognition of limitations 
and a self-propelled motivation toward improve¬ 
ment. The senior man should listen sympa¬ 
thetically and encourage the subordinate to 
"think out loud." With freedom of speech and 
a relaxed atmosphere, certain things will be said 
and brought to the surface that ordinarily would 
be hidden. The senior man’s task is to help the 
other man to see the hidden significance of things 
that are said. "What did you mean when you 
said...?” "How did you feel when that hap¬ 
pened?” "Tell me more about that." 

No matter how wrong the subordinate seems, 
he should not be told that he’s wrong. Instead, 
the questions should go on. "Why do you feel 
that way?” “Why did you say that?" The ques¬ 
tions should seldom be of the kind that can be 
answered by a “Yes” or “No." The emphasis 
throughout should be on feelings, not on facts. 
Facts here are relatively unimportant. How the 
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man sees and feels and interprets the facts are 
what count.... 14 

In spite of the many arguments for and 
benefits of merit rating, a few managements 
refuse to use them. They believe that a per¬ 
sonnel function of this kind should not be 
formalized. They dislike the idea of catalog¬ 
ing any person’s qualities and limitations. 
People, they say, deserve to be accepted and 
treated as members of a team, not as 
machines whose features can be listed on a 
sheet of paper. Those who cannot be fully 
accepted should be dismissed in a respectful 
manner. 

Most managements, however, believe that 
the use of an appraisal system does not 
detract from the dignity of the individual. 
They remind the critics that anyone who 
attends school is rated throughout the years 
of his formal education. 

Recent college graduates take to merit 
reviews quite easily. They are accustomed to 
having their work graded and their charac¬ 
teristics listed. They look upon such devices 
as means of getting tips that will be of value 
in their growth. Rising young men are usually 
confident of their records. 

Lincoln Electric Company's Bonus 
Merit Rating System 

Lincoln Electric Company employees are 
recognized as among the world's best paid 
workers. In 1961, Lincoln Electric paid out 
profit-sharing bonuses totaling $6.4 million to 
its 1,354 employees. The size of the total 
bonus pool is set by the board of directors 
after taxes, reserves and dividends have been 
deducted from gross profits. 

For all employees, including engineers, the 
end-of-year bonuses normally range from 60 
per cent to 150 per cent of the regular salary. 
And the basic salary structure is said to be 
competitive with other companies. Everyone 
but the president and chairman of the board 
share in these incentive extras. 

The size of an individual’s bonus depends 


on three factors: his merit rating, his base 
salary and the size of the total bonus pool. 

As one employee stated about this incentive 
system: “It’s a good place to work if you like 
to work.” 

Excerpts regarding the incentive compensa¬ 
tion and merit rating plan are quoted from 
the “Employee’s Handbook": 

The Lincoln Electric Company has a unique 
system of incentive compensation, often referred 
to as the ‘ bonus." 

Each year since 1934 workers at Lincoln have 
received a substantial cash payment in December. 
This is not a gift. It represents a sharing of the 
results of efficiencies created in production dur¬ 
ing the past twelve months. The total bonus 
amount is determined by the Board of Directors, 
based on the success of the company for that 
year. The bonus is not guaranteed but is entirely 
dependent on the successful, profitable operation 
of the company, which to a very large extent 
depends on your enthusiasm and “will-to-work." 
Your share in the bonus depends on two major 
factors—your wages in the twelve months prior 
to and including October 31st and your merit 
ratings made as of April 30th and October 31st. 
The final rating used is the average of your 
record for the year- 

Twice a year, you receive a set of four merit 
rating cards, which show your general perform¬ 
ance on your job and thus measure your con¬ 
tribution to the company. The four basic rating 
factors and the part of your performance they 
cover are shown on page 356. 

Each card describes the rating factor briefly 
and is divided into sections in which the person 
doing the rating can place a check mark dose to 
the printed statement best describing the indi¬ 
vidual's work_ 

Workers are placed in rating “groups" of not 
less than fifteen people. Most "groups" average 
between twenty-five and fifty persons_ 

Merit ratings are based on a numerical score 
which determines the standing of the individual 
within his rating group in comparison to the 
other people in that group. All of the ratings in 
each group must average 100 points per person. 
This means each of the four rating factors will 
average 25 points. You can determine whether 
your work is considered above or below the 
group average by comparing the numerical score 
showing opposite the check-mark on each card to 
the 25 point average figure. If your total score 
on all four rating factors is less than 95. you 
should discuss the rating with your supervisor or 
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foreman to secure suggestions on improve¬ 
ment. ... 

You can see that merit rating is used a great 
deal in determining who is to he promoted to a 
better job. Your merit rating will be reviewed by 
any foreman, supervisor or department head who 
may wish to promote you to his working unit.... 


Merit rating gives you an opportunity to in¬ 
crease your earnings substantially-Through 

merit rating, an outstanding person can cam far 
beyond his base pay on his existing job. as his 
total compensation will be related directly to his 
contribution. 
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PROJECTS 


1 , Examine several graphic rating scales for gen¬ 
eral traits such as initiative, personality, and 
so on. Select the traits that are objective in 
nature and those that are reactions to persons. 
Select several general traits and break them 
down into the specific forms of behavior to 
which they may apply. 

2. Perhaps you think that a person can be judged 
more fairly by means of an anecdotal behavior 
journal, a cumulative record of characteristic 
behavior patterns, than by means of rating 
scales. If so. write several paragraphs that 
describe one or two persons whom you know 
well. Show them to someone who knows the 
ratees. Does that person think that your 
anecdotes are truly descriptive of each person 
you described? 


3. You may, without experience with the post¬ 
appraisal interview, think that it is easily con¬ 
ducted. To appreciate its difficulties have some 
friends rate a person on a standardized rating 
form. Then conduct an effective post-appraisal 
interview with the ratec. Let several observers 
evaluate your skills and discuss possible im¬ 
provements that you should make. 

4. Discuss reasons why some students may dis¬ 
agree with an instructor regarding marks given 
in a course. 

5. Would you like to work for the Lincoln Elec¬ 
tric Co. or any other employer who pays em¬ 
ployees on the basis of a merit rating system? 
State likely advantages and disadvantages for 
the employee. 
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PROJECTED HISTORY OF ILLUMINATION STANDARDS IN THE UNITED STATES 

Tbe history of electric lighting tbowt a steody mcreose m recommended lighting levels oi oboul ibe 
rote 0I one log Hep ever » 30 yeort-lhot it. 0 tenfold mcreoi*. T hit it roughly equivalent lo doubl¬ 
ing every ten yeori. The lootcondle value beside each Hep in the chort obove mdicattt a lypicol 
recommended level lor o corresponding year. D©!» tbow new 1.1.5. recommendations. 

Visually, much it being done to creole pleosmg condmons-good color combinations, interesting potlerns 
o nd let lures, oliroctive furniture, pointed machines in loctonet. 

Tbe lighting design i«pli<ofiont of creating o pleasing environment ore: 

1. lighting should be unobtrusive, and if equipment is exposed lo view, it should be attractive. 

2. Moderate voriolions m fbe brightness pattern ore desiroble to Ovoid the monotony one ouooolet 
with o Cloudy day outdoors. 

3. lighting should bring out characteristics oI obftCft such os terture. sheen, form, ond color. 

4. Directional light in addition to diffused light n needed. fTbit it closely associated with points two 

and three, ond suggests sunshine! ..... 

5. Dynamic or mobile change in environment it des>roble. Much hot lo be learned m this areo. 
but one can see that port of the cbor® of natural lighting it its voriotion. by seoson. by time of day. 
and even over o matter of minutet Also, it seems evident that our appreciation for things it based 
in part on cbonge. However, variations .» the lighting should not be so pronounced os lo be ditifoci- 
mg. It it probably true that we en,oy changing confront more fbon simple cbonget of Ihe ovet-all 
lighting level within a space. 

Source . Korl A. Stoley. Fundamentals of light ond lighting, Cleveland. Ohio, large lamp Dept.. 
General Electric Co.. August I960, ond *. T. Oortey ond E. A. lindsoy. ’’Concepts for Meeting Human 
Needs with bighr " light Magazine, Jufy September 1058. 


CHAPTER EIGHTEEN 


MA KING WORKING 
CONDITIONS FAVORABLE 
FOR EMPLOYEE EFFICIENCY 


Employee morale is lowered by unfavorable 
working conditions. This situation is the more serious because often the employees 
who are affected are unaware of the true cause of their grouchiness 
and dissatisfaction.. .the physical surroundings of a job may result 
in a general lowering of employee morale in a way 
which is not revealed by ordinary questioning of the men. 
The conclusion we may draw is that when an unfavorable 
morale condition is found to exist, it is wise to examine carefully 
the physical surroundings to determine whether some unnatural 

condition may be at fault. 1 
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KWB any investigations, similar to those of 
the Hawthorne studies, have indicated that 
the factor of motivation is more important in 
productivity than simple physical changes in 
the environment. When workers feel that they 
are participating in a significant project and 
that they are important as persons, they are 
likely to be so highly motivated as to ignore 
mere physical conditions. Of course we cannot 
assume that environmental factors are of no 
consequence. As specified by Whitehead, “in 
order to maintain a satisfactory material 
situation... the total physical situation at 
any time must be within the indifferent range 
of the individual experiencing it.” 2 

Lighting-Illumination of Work 

Good lighting often helps the worker do 
more work with less effort. Furthermore, 
inadequate lighting is depressing to many 
people. Offices are boresome if lighting does 
not create variety. Obviously, lighting should 
be adequate, constant, evenly distributed, and 
without glare. Contrary to popular opinion, 
direct sunlight does not always meet these 
four requirements, so that it often must be 
supplemented with artificial lighting. 

Many managements fail to realize the 
effects of lighting on output, quality, costs, 
morale, and safety. When neglected lighting 
fails to furnish the illumination that is neces¬ 
sary for high production, man hours and 
materials are wasted every day. Every kind 
of working situation is likely to have its 
unique lighting problems, and we cannot 
assume that what is good lighting for one 
worker and his work is also good lighting for 
the next worker and his work. However, many 
studies of lighting have indicated that better 
factory lighting tends to increase production. 

Vision checks of more than two million 
workers by the American Optical Company 
indicated that about one third of all American 
industrial employees have poor eyesight. Some 
workers admit that they obtain their glasses 
without an eye examination, and some wear 


spectacles borrowed from friends or relatives. 
Among 200,000 employees in diversified 
industries, about 55 per cent had normal or 
20/20 vision without glasses; 20 per cent had 
normal vision with glasses; and 25 per cent 
had defective vision which was not corrected 
with glasses. Another typical survey of nearly 
15,000 adult employees showed that 25 per 
cent had 20/30 to 20/40 vision. 1 

In many cases of reported improvements in 
efficiency as a result of better lighting, only 
the lighting is mentioned, even though impor¬ 
tant additional changes are made. Sometimes 
methods of work are ignored. Furthermore, 
marked improvement in conditions of work, 
tend to result in increased efficiency. Marked 
increases in efficiency as a result of improved 
working conditions are not always permanent, 
because the “lift” in morale may wear off 
ofter several months. 

Surveys of lighting of homes, offices, facto¬ 
ries, and schoolrooms have revealed many 
examples of inadequate and harmful illumina¬ 
tion. The three aspects of lighting which most 
often are unhygienic are brightness or inten¬ 
sity, quality or color, and distribution or 
diffusion of illumination. 



The Department of Psychology of the University of Texas. 
Meres Holl. The offices, clossrooms. laboratories, clinics. 
shops, and library of the deportment are housed in th,s 
building. Specialized research rooms— soundproof. constant 
temperoture. surgery, and submommotion laboratories— ore 
located in the basement; the machine shops ond graduate 
restorch rooms on the fflh floor. This building offers 
facilities for the study of psychological factors thol 
influence work effort. 
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Intensity of Light 

Intensity of light is measured in footcan- 
dles. Footcandle is a technical term which 
refers to “the amount of light illuminating 
a surface by a standard candle at a distance 
of one foot.” A green grass lawn under the 
full sunlight of midday in mid-summer may 
have a level of illumination of 8,000 footcan- 
dles, but is not excessively bright because of 
its relatively low reflectance. 

Footcandles currently suggested for per¬ 
formance of representative tasks are offered 
as relative recommendations rather than as 
invariably fixed levels of illumination. Book- 

TABLI 18.1 


keeping, for example, under certain conditions 
may require eight times as many footcandles 
as typing on white paper to give the respective 
workers the same ability to see. 

Based upon such considerations of foot¬ 
candles for equal visibility, committees of the 
Illuminating Engineering Society have devel¬ 
oped lighting recommendations for a wide 
range of practical work-world tasks. Repre¬ 
sentative values are presented in Table 18.1. 

Generally, lighting engineers advise 50 to 
75 footcandles of glareless light for reading, 
writing, or any other close work. In laymen’s 
terms, this means from five to ten times more 
light than is available in the typical home. 


LEVELS OF ILLUMINATION CURRENTLY RECOMMENDED FOR TYPICAL WORK-WORLD VISUAL TASKS 

Footcandles 


Task on Task• 

Industrial Tasks 

Rough, easy assembly work . 30 

Rough bench and machine work, ordinary inspection. 50 

Medium bench and machine work, rough grinding, medium buffing and polishing, 

difficult inspection . 100 

Color inspection, grading and evaluation, making and finishing shoes, highly 

difficult inspection . 200 

Fine bench and machine work, medium grinding, fine buffing and polishing, sewing, 

very difficult inspection . S00 

Extra-fine bench and machine work, fine grinding, welding, extra-fine assembly 

work, most difficult inspection . 1000 

Office Tasks 

Corridors, elevators, escalators, stairways . 20 

Reading high contrast or well printed material, tasks and areas not involving 
critical or prolonged seeing such as conferences, interviews, inactive files and 

washrooms . 30 

Reading or transcribing hand writing in ink or medium pencil on good quality 

paper, intermittent filing . 70 

Regular office work, reading good reproductions, reading or transcribing hand 
writing in hard pencil or on poor paper, active filing, index references, mail 

sorting . 100 

Accounting, auditing, tabulating, bookkeeping, business machine operation, reading 

poor reproductions, proof reading, rough layout drafting . ISO 

Cartography, designing, detailed drafting . 200 


• Minimum on task at any time. 

The lighting requirements for ideal seeing conditions should be derived from consideration of 
such factors as optimal visibility and visual performance and maximal case of seeing. Ideal levels 
of illumination and brightness relationships should be looked upon as ultimate objectives. Their 
establishment should not be hampered by their practicability or attainability. On the other hand, 
when developing lighting recommendations it is necessary to include such factors as economics and 
the ability to provide these lighting levels with the light sources and equipment currently available. 
Thus, lighting recommendations become a flexible rather than rigid requirement, and improve and 
change with the advancements made by illuminating engineering. This has happened in the past 
and will continue in the future. 

Source: Sylvester K. Guth, “Lighting Research,” American Industrial Hygiene Association Journal, 
September-October, 1962. 
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Direct Glort ... /l it no new problem lo hove too 
much light m a wcrktr's tyti. too hill* on hit work. 
Tht Brtt Utp to tRtct o cute... it lo shod* I o»p» 
properly. pot the light whtrt it b«/o*gi... io»t oi much 
oi 60 % o I hght that may otherwite b« woiied. 


fttAt<ltd Glort... it o probltm in two phoiet... 
olttn mort ob/tOionobft rbon diftcl glort. ond lit- 
q vtntly mo rt hotmlol. A chongt from conctntrottd 
light toorctt lo o lorgtotea light tovrct it tht Brtt 
ond b tit Curt. Adequate covering, to otturt dilution, 
plut proptr placing oI odtndmg tuppltmtnlory unilt. 
can htlp. 



Daylight Glort ... Improptr placement of drolling 
boordi. dttkt. tic., con couit tint lou dut lo glort 
Iron dirtd doyhght. Tht curt.. to thodt tht window 
or. wherever poiwWt. thill working turloctt to pot 
nolurol light on woriinfl plont mtltod of in tht 
worktr't tytt. 


Dirt .. . Common#si of oil lighting bottltntckt ond 
tout it to curt. Dirty lompt and »ntor*t or w.ndowi 
hotted with grime con cut lighting Itvtlt ot much 
at 50%... o regulor toop ond water tchedult it 
tn tnliol. and lor many intlolloliont equipment mutt 
be token down lor thorough woihiny. 





CHECK THESE FIRST-AID RECOMMENDATIONS 
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Reflected Daylight Glare ... it natural light that 
bounces from work plane la eyes. Its only cure it 
shading the source or providing a high enough in¬ 
door intensity to offset as much rejected daylight os 
possible. ISketches to be interpreted as plons, not 
as elevations.l 



Point-light Source Reflections... light reflected from 
curved work surfaces it concentrated by a point-light 
source ...con be minimized by shilling the lamp, shad¬ 
ing. diffusing or changing to a long light source. 






Shadows . . . Every worker knows the problem of 
"standing in his own light." tells, beams, crones, 
and tool racks all aggravate this trouble. The 
complete cure it adequate general lighting. The 
ne*l best remedy it to increase the number of light 
sources. 




Procedure Chart lighting ... Here eyes must chonge 
focus constantly, look through the pool ol light over 
machine at o less highly illuminated procedure, 
blueprint, or scale table. The cure ... to equolize 
the illumination on machine and chorl. 



From The Magazine of light. No. 3 119421. Lomp Department. General Electric 
Company. Nelo Park. Cleveland. Recommendations verified July. 1964. 
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One practical way to overcome such a lack 
is to set aside a well-lighted corner of the 
living room or den for reading purposes. 

Light Distribution 

Distribution of light is exceedingly impor¬ 
tant and can often be achieved with little 
effort. Unevenness of distribution is the most 
common error in lighting. Failure to maintain 
a proper diffusion of light produces eyestrain 
and decreases visual efficiency. Simple rear¬ 
rangements of work and changes in lighting 
fixtures often eliminate glare and the bright 
areas and shadows within the visual field. 
Tinker has summarized suggestions for certain 
improvements in distribution as follows: 

The uncomfortable effects of bright spots of 
light above or off to the side of the line of vision 
while reading, doing other visual work, or even 
when no visual discrimination is involved, is 
common experience. Elimination of this dis¬ 
turbing peripheral illumination is necessary if 
hygienic vision is to be maintained. When these 
side lights become brighter or are moved closer 
to the line of direct vision, the immediate work¬ 
ing surface, the fatiguing effects become greater. 
Furthermore, the greater the number of such 
peripheral light sources, the more detrimental is 
the effect upon vision. 

Uncomfortable glare and loss of visual effi¬ 
ciency also result from highly polished or glazed 
objects within the field of vision. Examples are 
nickel-plated metal parts of a typewriter and 
glazed printing paper. Such glare is reduced by 
maintaining well-diffused illumination in the work 
room. 

Visual fatigue and lessened efficiency are pro¬ 
duced by brightness contrast within that portion 
of the visual field where critical vision is re¬ 
quired and also within the immediate surround¬ 
ings. When the eyes must shift back and forth 
from bright to dark areas or when there is a 
sharp division between dark and bright portions 
of the working area, the eyes must constantly 
re-adapt to the different degrees of brightness. 
Eyestrain soon results. Examples are (1) white 
paper on a dark desk, and ( 2 ) a dark under¬ 
surface of an opaque eye shade used in a brightly 
lighted room. 

The following will aid in eliminating glare 
effects: (1) Avoid peripheral light sources, such 
as wall brackets and low-hanging fixtures which 


reach down into the field of vision. (2) Avoid 
as far as possible the use of glazed paper, 
polished metallic objects, and marked contrasts 
of brightness within the visual field. (3) Avoid 
strictly local lighting like that produced by most 
desk lamps with opaque shades. The latter pro¬ 
duce a circle of bright light surrounded by dimly 
illuminated areas and shadows. (4) Maintain, in 
general, as equal a distribution of light as pos¬ 
sible over the working surface. 4 

Researchers have used various criteria for 
the determination of the most desirable light¬ 
ing conditions. One criterion frequently used 
has been the production or output of the 
worker under different conditions of lighting. 
However, studies of lighting based upon 
factors such as output, rate of performing 
useful work, and speed of reading must be 
supplemented with additional criteria. Psy¬ 
chological factors often are more difficult to 
measure than the relatively simple objective 
environmental factors. 

COLOR 

Like lighting, color has been used in indus¬ 
try to help reduce employee fatigue, increase 
efficiency, decrease accidents, and improve 
housekeeping. Many industrial plants are too 
dull and dark for efficient seeing. Even the 
most modern lighting system is ineffective if 
light falls only on dull, dark walls, work¬ 
benches, and floors. Such surfaces may absorb 
rather than reflect and spread light. Color in 
industry often is used to improve “see-ability” 
rather than merely to provide more aesthetic 
surroundings. Color use should be planned to 
be functional and to fit the needs of the 
industry. 

.. .Data show that with the use of color it is 
possible to recover light otherwise wasted and 
increase the actual illumination 100 per cent with¬ 
out changing the lighting equipment or increasing 
the wattage. 

...Frequently eyestrain, which can create 
dangerous fatigue and nervous tension, is the 
result of constant, involuntary adjustment of the 
eye muscles caused by wrong color contrast, or 
distracting, glaring horizon colors, even where 
there is sufficient light. 

In the inspection room of a North Carolina 





Pittsburgh Plot* Gtoit Co. 


COLOR HATH CHARMS ... After Ihe paint job at fight, which "defined limits" of the stair well, the behavior of 
junior-high.school students on the stairs definitely improved, their teachers say. 

Several years ago, one o I the country's largest pamt makers, the Pittsburgh Plote Gloss Com pony, jo nod forces with o 
group of psychologists ot Johns Hopkins to find out. one way or o not her. whether the color scheme of o room reoll, does 
olfed the people who work in it. The Pittsburgh people developed o system of color decoration to which they gave 
the trade nome "Color Dynamics." It involved tailoring point colors individually to eoch situation In which points were 
lo be used, taking mto occo unt such ladcts os light. tf>oc«. furnishings and equipment . o nd the purposes >0 which o room 
was lo be pul. on the theory that the performance of persons working omid such plonned colors should appreciably 
improve. 

To lest their theory. Pittsburgh asked the Hopkins psychologists to moke o lengthy stolisticol study of o large group of 
people ot work. The first idea wot to conduct the study in o factory, since industry hod olreody done o great deal of 
experimenting with colors, espeoolly in an ellort lo increase the sofety of workers on dongerous mochmes. But the psy¬ 
chologists fell thol the tests would require several yeors. ond it would be almost impossible to find on industry whose 
work lorce. equipment, output, and other factors were likely to remain stable for thot long. 

So the experimenters decided to conduct their tests in schools. 

The elementory schools showed a very strong reaction to the experimental decorotion. Kmdtrgorten pupils improved 
most of all. suggesting that the younger the person the greater may be hit retponte to color. 

Surprisingly, these young pupils improved more m scholarship than in behavior. Average ratings lor history, spelling, 
music, and even arithmetic were up from eight and a holl to twelve per cent, while "sociol habits" brought up the rear 
with on improvement of less than six per cent. 

In five out of six areas of comparison, the same siluohon prevailed, the unpointed schoof stayed oboul os it had 
been, tho conventionally painted one improved somewhat, ond the experimental schoof improved oppreciobly more. 

An unexpected discovery was that boys often responded more to the new colors thon did girls. 

The teaches overwhelmingly expressed pleasure with the new paints, and the greot moiority of them lell strongly rhof 
the oppeorance of a building plays a big part in the morale and loyalty of both teachers and pupils. 

—For further information, see "New Colors m the Classroom--Psychologists and Point Makers Study Hues’ Effects on 
School Work," Johns Hopkins Magazine, May 1954. pp. 10-12. 


textile mill, girl operators scan blue denim hour momentarily from the blue cloth to the white 
after hour, as it moves rapidly under their eyes. wall for a rest, a peach color swam before their 

Thinking to provide the maximum light, the eyes. 

operators of the mill had painted the walls of This is the visual phenomenon called “aftcr- 
the room white. But when the girls looked up image." The human eye. over-stimulated by one 




366 


MAKING WORKING CONDITIONS FAVORABLE FOR EMPLOYEE EFFICIENCY 


color, registers the opposite or complementary 
color as a means of readjustment. When the girls 
looked back at the work, it took them several 
seconds to regain normal vision. A color engineer 
greatly increased the time the girls could work 
effectively and without strain at this job by 
providing what their eyes demanded: peach- 
colored walls. 5 

To avoid eye fatigue, colors directly in 
line with the workers’ eyes should be about 
the same brightness as the bench-top or work¬ 
ing area. 

When a desk worker, for example, works 
with white paper on a desk with a dark green 
surface, he will constantly be seeing strong 
contrasts. In terms of the eye, this means a 
constant opening and closing of the pupil or 
lens-opening. The excess of mechanical move¬ 
ment within the eye contributes to fatigue. 
Soft shades, such as light gray, pale green, 
and light blue, are restful, line-of-vision colors. 

Eyes may become overworked by staring 
too long at two objects of the same color and 
trying to differentiate between them. A too 
brilliant reflection, such as sun rays on snow 
or light on a painted surface, may produce 
marked strain. An important factor in improv¬ 
ing the working environment is to provide a 
color harmony that does not tire the eyes. 
Color engineers have developed certain effec¬ 
tive principles: 

The idea that colors on the red side of the 
spectrum are warm and stimulating, while those 
at the opposite blue-green end are cool and re¬ 
laxing. is accepted as a rule-of-thumb by all color 
practitioners. In a chain of restaurants, waiting 
lines formed outside telephone booths. When 
each booth interior was painted bright red. con¬ 
versations speeded up so that the signs asking 
users to be brief were removed. 

Another group of restaurants in New York 
adopted their striking red-and-yellow scheme on 
the advice of a color consultant. Originally a 
chaste gray-green, the restaurants were popular, 
but patrons were inclined to linger and the turn¬ 
over wasn’t fast enough to suit the management. 
When the decorating was changed to stimulat¬ 
ing colors, traffic speeded up and business in¬ 
creased. ... 

Though most animals, including bulls, are 
color-blind, color has its effects on certain in¬ 


sects. Blue appears to be repugnant to flics. Re¬ 
cently a Chicago cheese manufacturer painted 
a large factory window blue, to screen out the 
ultra-violet rays. It was discovered that flies no 
longer congregated outside this window, though 
they were as thick as ever around other windows. 
Mosquitoes, however, seem to like blue. During 
the war the Navy withdrew blue shirts from men 
working at shore installations in malarial dis¬ 
tricts and substituted white, after tests showed 
that the incidence of mosquito bites was con¬ 
siderably higher among men wearing blue. 6 

Generally speaking, the warm colors (yellow, 
orange, etc.) are those that stimulate and pro¬ 
mote efficiency. When properly used, they create 
a most pleasant environment. Of all colors, green 
apparently has the most relaxing effect on mind 
and body. Nature's extensive use of green in 
field and forest is ample evidence of this. Various 
shades of green such as Eye-Rest, Vista and 
Seafoam form the basis of properly engineered 
office color patterns. Blue is a calming color and 
can be used extensively in the form of Cascade 
Blue and Stratosphere Gray in offices to pro¬ 
mote peace of mind and a calm, quiet atmosphere 
conducive to efficient work. The cool tints of 
Mist Gray could be used on the ceilings to 
counteract the too-warm effect of southern light. 
Cool expanses of Seafoam Green on the walls 
would rest the eyes of the personnel when they 
glance up from their desks or typewriters. To 
emphasize further the eye-rest factor, the walls 
which the workers face could be treated as a 
focal center and finished in an Eye-Rest Green. 
The floor could be a dark shade of green to 
harmonize with walls and ceilings. This combina¬ 
tion would effectively offset the feeling of too 
much warmth created by the exposure and the 
broad expanse of desks.... 

... In one instance, an office manager changed 
a drab office color scheme to a cool, relaxing pat¬ 
tern featuring blue. The office was painted in 
August; when winter came, the girls complained 
of feeling too cool. The normal temperature was 
70 degrees Fahrenheit; this was raised to 75. The 
girls still felt cool. After much discussion and 
study the color scheme was changed to warm 
yellows and restful greens. The temperature was 
left at 75 degrees. Soon the girls protested it was 
too warm; it was dropped to normal and com¬ 
plaints ceased. This is just one of many instances 
showing the psychological effect of color. 7 

...In another plant, workers lifting black 
metal boxes filled with rough-cut brier pipes com¬ 
plained that they strained their backs. One week¬ 
end the foreman had all the boxes painted a pale 



Sometimes a mote intense lighting it not the key to 
bettering a work situation. When one progressive monoger 
brought daylight lighting into his shop, he got the wrong 
effect. Instead of production going up at he had intended, it 
went down. His error came in considering only the light¬ 
ing oI his shop and nor the lighting in harmony with color. 
When a color engineer. Faber 8 men. was colled ie. he 
had the colors changed: the yellow walls were subdued 
to a two-tone green, (light green top and medium green 
dadol. Instead oI the relatively non-reffective black, floors 
were changed to a durable gray. Machines were pointed 
a deep gray-green. The ceilings were made on oK-white 
to distribute the light evenly. Thus, through judiaoot use 
ol color, the Quality of the workmanship in the shop im¬ 
proved. accidents were reduced, moinlo,nance simplified and 
production increased. See T. Metoros. "Color: faint flontt 
Scientifically:' The Iron Age. May 7. 1953. pp. 142- 144. 



green. On Monday several men said to the boss: 
"Say, these new lightweight boxes make a real 
difference.".. .* 

If the factory interior is cold looking, warm 
colors, such as ivory or buff, should be sub¬ 
stituted if the illusion of warmth is desired. 
If working conditions involve high tempera¬ 
tures, cool colors, such as blues and greens, 
should be used. 

"Working with dark objects, the surround¬ 
ings should not be too brilliant, or the (iris) 
opening will become too small, with the result 
that vision will be taxed, production will 
suffer, and general tension and fatigue 
increase. The ideal situation is that in which 
illumination is ample and the surroundings 
a trifle lower in brightness than the object 
of concentration. Where dark materials are 
used, supplementary lighting may be neces¬ 
sary.”’ 

Faber Birren, who has done outstanding 
work in color conditioning in industry, recom¬ 
mends that walls should not be too bright 
for the particular type of work. For example, 
bright, glaring white walls are not good for 
types of work that require the handling of 
dark objects. If the lighting is ample, walls 
can be toned down; if walls are on the dim 
side, supplementary lighting may be neces¬ 
sary. 

Colors rarely should be pure, because these 
are likely to distract the worker. Soft grayish 
blue-green is recommended because it is 
neutral and stimulating. 


If the work is of a type that demands 
much close work with the eyes, walls should 
provide a resting place for the eyes—for 
"space-gazing.” Eyes need at least 20 feet to 
gaze through and a cool color to see. 

Faber Birren emphasizes that painting with 
different colors will pay larger dividends in 
accident prevention than in any other one 
phase of industrial application. He cautions 
against overuse of color in industry however. 
When this happens, the worker does not 
see the things he is supposed to. His eye is 
distracted by many colors clamoring for his 
attention. 10 

The color program at Master Lock Com¬ 
pany in Milwaukee is credited with contribut¬ 
ing to this company’s excellent safety record. 
Master Lock has had an especially low acci¬ 
dent rate in comparison with other plants in 
the nation. It was one of the first companies 
to experiment with yellow in place of red as 
a danger signal. Some of its findings have 
modified safety standards set by city and 
state codes and insurance companies. 

Unlike other factories where machines are 
painted in dark shades, this company uses 
bright tones. The giant padlock-making 
machines are painted in flamboyant brights to 
show dust and soot rather than hide them. 
"If they see the dirt, they’ll clean it”—and 
the workers do. Although there is no com¬ 
pany rule requiring employees to play house¬ 
keeper. the plant is immaculately clean. 

Two standards were used to determine the 
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efficiency of a particular color or combination: 
workers’ preferences and production records. 
What finally developed was an eye-rest green 
for machinery with buff and yellow to point 
up guards and other units. Pipes and conduits 
gleam in iridescent greens and yellows." 

Oil refineries are leaders in the effective 
use of color in industry. The Baton Rouge 
refinery of Esso Standard Oil has developed 
a paint schedule to designate specific units 
and tank markings using nineteen different 
colors that harmonize together. Redecorating 
programs have resulted in greater worker 
pride in the colorful surroundings, keeping 
the plant cleaner, providing a pleasant change 
for workers, and helping to prevent accidents. 
Night workers, particularly, are benefiting 
from proper color schemes. Distinctive colors 
are being used to designate equipment, show 
what liquids are flowing through particular 
pipes, warn of the presence of stairwells, and 
aid visibility in dark areas." Color standards, 
once adopted, should be rigidly adhered to, 
especially in accident prevention. Once 
workers learn the meanings of color signals 
and rely on them, the accident frequency rate 
should decline. However, in nonhazardous 
work even a good color may be changed from 
time to time—the switch gives everyone a 
psychological lift. 

NOISE 

Work in almost every factory and office 
involves a certain amount of noise. Execu¬ 
tives have recognized that noise is a distrac¬ 
tion to many employees. Accordingly, some 
executives have attempted to overcome the 
problem by sound-proofing offices and other 
places of work. 

Everyone knows, too, that the worker may 
become adapted to noise and that certain 
noises do not distract some workers. Experi¬ 
ments by psychologists indicate that the 
nature of the noise and the attitude of the 
individual toward the noise are of para¬ 
mount importance regarding the distracting 
effects. A continuous noise may not have 


any harmful effects whereas an intermittent 
or unusual noise may. The steady noise, such 
as that of a battery of typewriters, is not 
likely to be as disturbing as irregular noises 
from automobile horns, strangers entering a 
room and banging a door, or persons talking 
more loudly than usual. Noise may even 
facilitate the individual worker’s output if he 
has adopted a favorable attitude toward it. 
Noise helps to create a tempo that causes 
work to be produced at a certain rhythm. 

Many workers accept a certain amount of 
noise, thinking of it as a necessary back¬ 
ground for the work of the day. Several 
investigators have found that the significance 
of the noise for a particular individual rather 
than its intensity or nature determines its 
effects on the individual listener. Most of 
us have at some time been annoyed by a 
power shovel or hoisting machine. However, 
it is probable that if the listener who is 
annoyed by the power shovel were the 
inventor or manufacturer of the shovel, he 
would enjoy the noise rather than consider 
it a distraction. Several studies have been 
reported which indicate that 80 per cent of 
those annoyed by aircraft noise also fear to 
fly. In contrast, few persons complain about 
the hum of air-conditioners because the com¬ 
fort they provide is more important than 
the noise." 

The Industrial Health Research Board, 
Great Britain, found during its experiments 
on the effect of noise on the efficiency of 
industrial workers that, although noisy work¬ 
ing conditions usually do not markedly impair 
worker-efficiency at simple motor tasks, noise 
consistently does have the effect of decreasing 
efficiency to some extent. Loud noise, particu¬ 
larly mechanical irregular noise, was found 
to be prejudicial to efficiency roughly in direct 
proportion to the difficulty of the work 
involved; and even though differences in per¬ 
formance of work with and without noise were 
not statistically significant, a trend was evi¬ 
dent. The trend, however, does not indicate as 
deleterious effects as often are charged. 

Loud noise appears to be most distracting 
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when first heard. This is equally true of 
unpleasant noise, such as irregular mechanical 
noise, and pleasant noise such as music. How¬ 
ever, because of man’s powers of adaptation, 
he soon accustoms himself to distracting influ¬ 
ences such as noise, and its detrimental effects 
shortly disappear. This disappearance seems 
to be caused more by a decrease in interest 
in the noise than in a change in sensory reac¬ 
tion. 

Certain forms of mental work consistently 
are more affected by noise than are simple 
mechanical tasks, apparently because motor 
tasks, with a moderate amount of practice, 
become almost automatic, whereas even sim¬ 
ple mental tasks are relatively complex in 
their demands upon the worker. However, as 
in simple motor tasks, in simple mental tasks 
the worker adapts himself quite readily to 
noisy conditions. Sometimes noise-caused irri¬ 
tation or annoyance results in better than 
usual performance of work because the worker 
expends greater than usual effort in order to 
counterbalance environmental conditions. On 
the other hand, if the worker does not increase 
his expenditure of effort his performance may 
be worse than usual. If the work being done 
is highly automatized and there is no increase 
or decrease in effort expenditure, performance 
will remain within normal range. Thus it 
can be seen that performance in a noisy 
environment depends not upon the noise itself, 
but upon the worker’s attitude toward the 
performance of the work. 14 Some researchers 
have found that the rate of work is not 
improved by noise reduction, except perhaps 
by a general morale factor. 15 Moreover, the 
apparent effects of noise on human perform¬ 
ance may be influenced to a greater extent by 
psychological stress than by noise itself. 16 

Various investigations of noise have pointed 
out that it should not be assumed, when a 
worker accepts noise as a background for his 
work, that his passive acceptance signifies an 
increase in efficiency. Furthermore, they have 
found that an increase in output often is 
accompanied by a considerable increase in the 
expenditure of energy involved. Several clever 


experiments of this kind have been conducted 
with keyboards. For example, the operator 
pressed appropriate keys similar to typewriter 
keys when he was given a designated stimulus. 
Careful measurements indicated that the oper¬ 
ator exerted more pressure under distraction 
of noise than he did without the distraction. 

Laird studied the air exhaled by typists 
and inferred from the greater consumption 
of oxygen during the noise periods that the 
typists expended more energy at a given task 
when conditions were noisy than when con¬ 
ditions were quiet. When typewriter keys were 
used to transcribe a code, J. J. B. Morgan 
found no difference in learning capacity 
when the room was noisy, but recorders 
attached to the keys indicated that more 
muscular pressure was then exerted by the 
operator. However, loudness and annoyance 
do not wholly go hand in hand. Loudness in 
relation to the background is often simply 
the dominating measurable feature of noise. 
A recent survey of the literature on the rela¬ 
tion between noise and performance has 
indicated some lack of agreement among the 
proposed answers to the question. 17 Only a 
few experiments have demonstrated that noise 
produces readily measurable changes in hu¬ 
man performance. These studies indicate that 
the more gross effects found as resulting from 
the effects of noise can be treated as a source 
of psychological stress. 18 

In general, we can conclude that when a 
noise really distracts the worker, a decrease 
in output or an increase in the expenditure 
of energy is likely to result. Also, when the 
noise is considered a background for the 
worker’s activities, the sound which is noise 
for one observer may be a kind of pleasant 
environment for the person who has become 
adapted. 

When noise of work cannot be reduced 
sufficiently to satisfy workers, the sufferers 
may gain some advantage by using ear 
defenders or plugs. Certain solid types of 
defenders are useful for relieving discomfort 
from intense noises and explosions. The 
wearer may still hear conversation. Com- 
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plaints of traffic noise usually come from 
office workers in rooms facing the street, the 
sound being transmitted through windows or 
other openings. Closing the windows often 
keeps out the noise. Panes of heavy glass are 
helpful in further decreasing the noise. The 
best remedy is to use double windows and 
keep them closed, providing ventilation by 
quiet fans or vent ducts. When employees 
complain of noise from office appliances used 
by other members of the staff, annoyance can 
be reduced by the use of absorbent materials 
on the ceilings and walls. The absorbent mate¬ 
rials may be tiles of a soft, porous nature or 
canvas, or perforated metals. Also, the 
machines can be insulated by means of bands 
of felt placed under them. An experienced 
sound engineer may discover many additional 
ways of reducing noise and making working 
conditions more comfortable. 

Interestingly, one approach to protecting 
the ear against industrial impulse noise has 
been developed through the use of another 
sound, a pure tone. This technique is still 
in the experimental stage but offers promise 
for certain types of industrial noise. 



TIME 


Subdued noise 

Average Performance of Ten Weavers 


Employees’ reactions to noise were studied 
systematically in six industrial plants. In 
three of the plants, studies were made before 
and after sound conditioning. Results indi¬ 
cated that acoustical treatment improved 
ease and accuracy of understanding of con¬ 
versations in noisy areas. Discomfort and 
annoyance from noise were decreased. No 
evidence, however, was obtained from the 
study to show that production was increased. 

The effect of noise reduction on the per¬ 
sonal output of a group of ten weavers was 
studied by Weston and Adams. 20 The output 
of the group was charted for twenty-six 
weeks; on thirteen alternate weeks the 
weavers wore ear plugs to reduce the noise. 

The average hourly output per weaver for 
the group studied in this investigation shows 
an increase of approximately one per cent 
when the loom noise is reduced by the use 
of ear defenders. Weaving is largely a me¬ 
chanical process, and it is probable that in 
other occupations, comparable in regard to 
the intensity of noise but depending less upon 
the mechanical and more upon the human 
factor than weaving, the effect of noise upon 



Subdued noise 


Avenge Performance of Ten Weavers 


Ear defenders la special type of ear plug) were given lo len weavers whose ,ob wos highly mechanized and involved 
the use of noisy machines. The output role wos s hghtly greater when noise was reduced every hour during the day 
except for one—9:30 lo 10:30. See figure on left. This figure olso shows ihe difference between the morning and 

afternoon production, figure on right show, thot the subdued noise condition, resulted in a more ne orl, stro,ghM,ne 

production curve, a finding thot is considered ideally deurable.-From H. C. Weston ond S. Adorn,. Two Sl„d,e, ,n h. 
Psychological Effects of Noise. II. The Effects of Noise on the Performance of Weavers. Industrie/ Health 

Board IGreat Britain/. 1932. Report No. 65. Reprinted by permission of the Controller of Hit Br.fonmc Mo,esly s Stationery 
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output may be considerably greater than 
that demonstrated by this investigation. 

A study of the hourly variation of output 
during the day under conditions of reduced 
noise, as compared with normal conditions, 
is very interesting. Over half of the gain in 
output occurred during the first three hours 
of the work day, while some increase occurred 
every hour of the day but one. This distribu¬ 
tion suggests the important conclusion that, 
even after years of work in a noisy environ¬ 
ment, the worker does not become completely 
adapted or acclimatized to noise but goes 
through the process of adaptation daily. 

Owing to the increased output with reduced 
noise, the type of work curve characteristic 
of the relatively quiet experimental period 
is better than that of the noisy period, since 
it is smoother and tends to approximate more 
nearly the theoretical ideal straight line. 

Further data and study of the general 
significance of noise would permit more spe¬ 
cific conclusions; however, noise must be 
recognized as one of the factors which can 
exercise an appreciable influence on an indi¬ 


vidual’s job performance, particularly at times 
when other factors combine to lower personal 
efficiency. 

The American Standards Association de¬ 
fines noise as “undesired sound.” To the 
engineer or physicist noise is a sound whose 
characteristics can be defined and whose 
properties can be measured with standard 
instruments: 

(1) Decibel levels are usually determined by 
electronic measurement, i.e., by a microphone, 
an amplifier, and a calibrated meter. The com¬ 
plete instrument is known as a sound-level meter. 

(2) The average office has a background noise 
level of about 50 decibels. 

(3) At a level of 120 decibels most people get 
a feeling of discomfort. 

(4) Around 140 decibels, the feeling becomes 
painful. 

(5) The ear drum may be ruptured at a level 
of 160 decibels. 21 

The Workmen’s Compensation Board of 
New York State has adopted standards on 
the relation between deafness and industrial 
noise. Based on recommendations by a com¬ 
mittee of 5 specialists who studied the prob- 
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lem for more than a year, injurious noise 
starts above 90 decibels. These standards set 
forth that permanent hearing damage results 
as follows: 

Most persons exposed to over 120 decibels of 
noise for several hours daily will suffer perma¬ 
nent damage in a matter of months. An “over¬ 
all" din of 100 to 120 decibels for several hours 
daily over a long period can permanently damage 
hearing of a considerable portion of workers. 
A few very susceptible persons may be perma¬ 
nently damaged by exposure for many years to 
noises between 90 and 100 decibels.** 

Several states have legislation that allows 
compensation for partial loss of hearing by 
a worker who can prove that his hearing loss 
was caused by the noise of the factory equip¬ 
ment he operated. In most other states, com¬ 
plete loss of hearing in either or both ears 
must be proved. 

Some sources had concluded as early as 
1952 that a prolonged 85-decibel sound will 
injure a worker’s hearing. There is some evi¬ 
dence, however, that a noise level as high as 


100 decibels is not injurious even after con¬ 
siderable periods of exposure. The important 
factor is noise frequency (cycles per second 
or pitch) rather than decibel rating 
(volume).** 

Sleight and Tiffin made a comprehensive 
survey of the literature on industrial noise 
and hearing.* 4 They found that some experi¬ 
ments have indicated that the harmful effects 
of noise have been overemphasized, but that 
the weight of experimental evidence indicates 
that there are many circumstances wherein 
noise is deleterious. They suggested that the 
following actions be taken by employers con¬ 
fronted with the noise problem: ( 1 ) noise 
measurement; (2) institution of noise elimina¬ 
tion or reduction measures; (3) establishment 
of hearing testing programs. 

There are several sources from which the 
employer may draw assistance in approaching 
his noise exposure problem. Among these: 

1. The industrial hygiene division of the 
state’s board of health or its equivalent can 



A subject participating in o sound-foco/i/otion 
e»perimenf in a specialty constructed chomber ol 
the Psycho-Acoustic loborofory. Harvard University. 

Reflected sounds ore corefu/fy controlled. Sound• 
proof c bombers of this type ore o/so used to 
measure noise such os the sound coming from o 
motor. Photo by courtesy of S. S. Stevens, Director 
of the Laboratory. 
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help him establish a conservation of hearing 
program. 

2. Trained specialists supplied by insurance 
companies can be of particular assistance in 
occupational hearing-loss problems. 

3. Trained acoustical consulting engineers, 
in general, can render assistance on all types 
of problems. 25 

MUSIC IN INDUSTRY 

Hundreds of plant managers have used 
music to relax tensions and to stimulate pro¬ 
duction. Stevedores, cotton workers, and 
others know that music often helps to reduce 
fatigue. Managements of certain department 
stores, banks, and other firms regularly devote 
a period of the working day to mass singing. 
Night clerks in some post offices handle mail 
to the music of the radio. We all know that 
many school children also study their lessons 
with an ear “glued" to the radio. 

One of the beneficient effects of music in 
industry is that it tends to reduce the strain 
of factory noises. The irritating din of a 
factory contributes to fatigue. Factory noise 
consists of irregular pulsations that lack 
rhythmic form and regularity. Music, on the 
other hand, consists of regular pulsations. It 
has rhythmic sequence. Even in the midst of 
industrial clatter, the human ear tends to 
follow a pleasing melody and ignore disagree¬ 
able noises. Almost all types of industrial 
work are adapted to music, with the exception 
of riveting and other operations that have 
loud, intermittent noises, sounds of definite 
pitch, loud squeaks or scratches, or high con¬ 
tinuous sound. The explanation for this lies in 
the acoustical difference between sound and 
noise. 

A helpful fact is that people working con¬ 
stantly in a noisy environment grow accustomed 
to the noise—in reality, develop a psychological 
deafness to it—and therefore are able to hear 
other sounds above the noise far more readily 
than someone unused to it. For this reason, ad¬ 
justments in loudspeakers should be made in ac¬ 
cordance with the ability of the plant workers to 
hear the music clearly, rather than with that of 
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the sound engineers who have come in from the 
outside. Expert sound engineers are aware of 
this. 26 

Because of the acoustical difference between 
musical sound and noise, Rustle of Spring 
can be heard through the sound of pneumatic 
hammers, and The Skaters’ Waltz through 
the 102 decibels of a worsted mill weaving 
shed. 

Authorities in the field of music and indus¬ 
try do not agree as to the optimum lengths 
of periods of music. Some prefer twelve to 
twenty minute periods; others use forty-five 
minute music periods. 

In many companies, the periods from 9:30 
to 10 a.m. and 2:00 to 2:30 p.m. are con¬ 
sidered major fatigue periods—the periods 
when music is needed most and is likely to be 
most effective. This is especially true when 
the fatigue is mental and is induced by the 
boredom of repetitive work. Obviously, these 
fatigue periods do not occur at the same 
relative time in all plants, but they are usually 
in the middle of the morning and the middle 
of the afternoon. Sometimes, production 
graphs indicate the time when music is likely 
to be most helpful to the employees. 

Some companies follow the practice of 
scheduling pre-fatigue music—an hour or so 
after the beginning of each half-day of work. 
Music for the minor fatigue periods is gen¬ 
erally of shorter duration. The most important 
music periods appear to be those at the open¬ 
ing or closing of the shift, because next to 
overcoming the tedium of monotonous work, 
the most important objective is to have 
workers start and end the day in a pleasant 
frame of mind. 

Those who plan music programs for indus¬ 
try differ somewhat in their planning. One 
authority may recommend music of progres¬ 
sive stimulation during certain hours to 
overcome workers’ fatigue. Another may rec¬ 
ommend that the program have decreasing 
stimulation toward the end of the day. 

Work music should have a clear-cut, sing¬ 
ing melody. The tunes should be of a nature 
that overrides plant noises. Highly stimulating 
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WORDS AND MUSIC ADD UP TO INCREASED PRODUCTION, 


HAPPIER EMPLOYEES AT EQUITABLE LIFE 


A personally controlled background music system lor transcribers O I network diClohO*. the Frit of it S 
kind, hot been successful) y 'es'ed ond mttolled m the home o#<ce of fquitob/e Anyone* Society of the 
United States m New York City. 

Developed by the Voicewnfer 0...j.o« of McGrow Edison Co*pony. the system enobfes eoch of 
Equitoble's transcribing secretaries to en,ay the benefits of background music which business ond industry 
ore increasingly providing lor employees but which the tronscoptionisl hos been denied become of tke 
nature of her 10 b. Each of Equitable's 43 tronscnphomsis listens to the dictation the n fronscnbmg 
ogomst a background of continuous. specially programmed, non-vocol muuc over which she hoi complete 
control She con lower or raise volume or turn ,t off completely to suit her wilhei. 

The background muuc system is integrated with the individual transcribing instruments on Equitable's 
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music, such as that of the jitterbug type, is 
too distracting. Deep in the Heart of Texas is 
usually considered taboo as work music be¬ 
cause some workers cannot refrain from stop¬ 
ping to clap hands in the chorus. Religious 
music, except when used on Sunday morning 
shifts, tends to slow down production. 

The musical selections preferred by em¬ 
ployees vary considerably with the individual 
company. Each management must determine 
by means of questionnaires the selections and 
types of music that are preferred. 

Scientific tests of the effects of music on 
work and workers are difficult to make. Those 
investigators who report greater productivity 
and less absenteeism after music has been 
introduced often tend to overlook the presence 
of other factors which may be influencing the 
productivity or attendance. 

One carefully conducted study of music was 
made in relation to employee attitudes, piece¬ 
work production, and industrial accidents. 
The influence of an industrial music program, 
which systematically varied the amount, type, 
and distribution of music played, was studied 
in a plant of approximately one thousand 
employees over a twelve-week period. An 
effort was made to determine effects of music 
on employee attitudes, piece-work production, 
and industrial accidents. Some of the import¬ 


ant findings, presented in the summary of the 
report by Henry Clay Smith, were the 
following: 

Employee Attitudes 

A questionnaire concerned with attitudes to¬ 
ward music was sent to every employee before 
the music program began. Somewhat over 70 per 
cent of these questionnaires were completed and 
returned. An analysis of the replies showed that: 

1. Almost all of the employees (98 per cent) 
thought that music during working hours would 
be at least “mildly pleasant." and 74 per cent 
thought that it would be “extremely pleasant.” 

2. The intensity of interest in music while 
working decreased somewhat with age. The oldest 
group preferred scmiclassical, nonvocal, and 
quiet music more than the younger groups. 

3. No sex differences in the intensity or type 
of musical interest were found. 

4. Personal interviews with a sample of em¬ 
ployees at the end of the twelve weeks showed 
no decrease in the desire for music while work¬ 
ing. 

Piecework Production 

Music in relation to production was studied on 
a highly repetitive assembly line operation which 
was on incentive pay. Two separate shifts with 
an average of 21 employees on each shift were 
studied simultaneously for twelve weeks. The 
results showed that: 

1. Production under varying conditions of 
music increased from 4 to 25 per cent. The 
average increase on the day shift was 7, on the 
night shift, 17 per cent. The increases were 



Effect* of music on output of workers performing repetitive work on o straight piece-rate basis 
. V/ , ya " and 1 N ■ <”»»'*<* f - G. t. S/oct. Fatigue and Boredom 

m Repetitive Work, Industrial Health Reseorch Board. Gre or Britain. Report No. 77. 1037. 
Reprinted by permission ol the Controller of His Br,tannic Majesty's Stationery Office. 



376 


MAKING WORKING CONDITIONS FAVORABLE FOR EMPLOYEE EFFICIENCY 


statistically significant and large enough to be 
of economic importance. 

2. Maximum production increases were found 
when music was played 12 per cent of the time 
on the day shift, 50 per cent of the time on the 
night shift. 

3. Production tended to decrease with a large 
increase in the number of semidassical selec¬ 
tions but did not vary with a large increase in 
the number of vocals. Waltzes were more effec¬ 
tive at the opening of the shift than marches. 

4. Production increases varied with the hour 
at which music was played and were greatest 
during the hours of low production. 

5. The more an employee wanted music, the 
more music tended to increase her production; 
the lower the employee's production, the more 
music tended to increase her production; the 
more the employee's job permitted conversations 
while working, the more music tended to increase 
her production. 

6. The greater effectiveness of large amounts 
of music on the night shift corresponded with a 
greater demand for music on the night shift; the 
greater effectiveness of varied music corre¬ 
sponded with an expressed preference for varied 
rather than for special types of music; the 
greater effectiveness of certain distributions of 
music corresponded with an expressed preference 
for such distributions. 

Conclusions 

Music during working hours will generally 
improve production where repetitive work is 
common. Properly administered in such situa¬ 
tions, it not only will increase production but 
also will provide widespread employee satisfac¬ 
tion. Music probably produces its major direct 
effect when the individual's capacity for atten¬ 
tion is not absorbed by his work; in this cir¬ 
cumstance, music appears to divert unused atten¬ 
tion from brooding, talking, or off-the-job activi¬ 
ties. Although music, on the average, had no 
influence on the accident rate, the relation of 
music to accidents was not entirely clear in the 
present study. 27 

A later investigator, Richard S. Uhrbrock, 
made a comprehensive review of the published 
evidence concerning positive effects on produc¬ 
tivity. He found that belief in music as an 
incentive is very strongly entrenched but that 
very few investigations of its value can stand 
the test of scientific scrutiny. Some reports of 
the “before and after” measurements of pro¬ 
duction cannot be accepted because of dubious 


statistical procedures. Others simply demon¬ 
strate the old finding that any notable change 
in the work situation is likely to have a tem¬ 
porarily favorable effect on attitudes and out¬ 
put. However, he found that several carefully 
controlled studies indicated that music does 
in fact increase productivity. The investiga¬ 
tions he cited showed that young, inexperi¬ 
enced workers, engaged in simple, repetitive 
tasks, produced more when music was played 
during working hours. Another study indi¬ 
cated that music had no effect on the output 
of experienced factory workers whose work 
patterns were stabilized and who were per¬ 
forming complex tasks. Generally, he found 
that many people, particularly young ones 
enjoy working to music and would dislike 
having it withdrawn—to them, it is a “fringe” 
benefit in the work environment. 28 

An investigator who studied the attitudes 
of employees toward music in several indus¬ 
trial plants offered the following recommen¬ 
dations: Music should be provided for work 
areas in which the work is manual and mo¬ 
notonous if a majority of employees want it; 
the music preferences of employees should 
be measured rather than approximated; the 
music needs of night-shift workers should 
receive special attention; selection of bass 
and soprano announcers should be avoided; 
and industrial music should be regarded as 
a factor favorable to quantity of production 
in the typical repetitive operations of indus¬ 
try. 29 

Perhaps the best indication of the positive 
value of music for morale is the fact that 
once the employer has provided music for the 
employees, in only rare instances has he dis¬ 
continued it. Much depends upon the em¬ 
ployee’s attitude toward the music. For 
example, dance music may be a distraction or 
an aid to concentration, depending upon the 
worker’s attitude. This fact was brought out 
in an experiment in which one group of sub¬ 
jects was told that music facilitated arith¬ 
metical calculations, and another group was 
told that it interfered with them. Charts 
allegedly based on a previous experiment in 
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The effect of altitude on performance in mtnlol 
arithmetic as shown by the production of ten 
subjects in a quiet environment and during the 
ploying of music lol when music is thought by 
the sub/ects to facilitate performance, ond Ibl 
when subjects believe music interferes with 
performance. Note Ihat the music facilitates 
when subjects believe it to. and interferes when 
they believe it an interference.—Adapted from 

K. H. Baker, "Proexperimentol Set in Distrac¬ 
tion Experiments," Journal of General Psy¬ 
chology, Vol. 16 119371. pp. 471-486. Sidney 

L. Pressey, J. Elliott Janney. and Raymond G. 
Kuhlen, Life: A Psychological Surrey INew 
York: Harper A Row. Publishers. 19391. p. 533. 


which the appropriate finding was made were 
shown to each group to help create the 
mental set. 

The subjects reacted in accordance with the 
suggestion in both cases. All those who were 
told that music was an aid to more work 
produced more work. All those who were told 
that music would interfere did more under 
normal conditions of quiet. The subjects who 
were told at the beginning of the experiment 
that their performance without music would 
probably exceed their production with it ap¬ 
peared to work harder under conditions of 
quiet. Their remarks, changes of posture, and 
appearances of concentration gave this im¬ 
pression. The subjects who were led to believe 
that music would increase their output stated 
afterwards that it had helped to keep their 
minds on their work. See chart on this page. 

It appears that "the changes in attitude 
and accompanying changes in motivation may 
be all that is necessary to account for differ¬ 
ences in performance under various experi¬ 
mental conditions.” 30 

ACCIDENTS 

Many managements have considered indus¬ 
trial accidents as a phase of faulty or in¬ 



adequate machine design, the lack of proper 
machine guards, failure to safeguard hazard¬ 
ous areas or the conditions of work such as 
night work. Studies by insurance companies 
and by research groups indicated that from 
80 to 90 per cent of all accidents are due, not 
to defective machinery or to a physical or 
mental defect or lack of skill in the worker, 
but to an X factor in the person injured. 31 

Numerous statistical studies of the persons 
who have accidents, indicate that certain indi¬ 
viduals have a disproportionately high share 
of the accidents. Evidence of the presence of 
these "accident-prone” individuals have been 
found in analyses of accidents that occurred 
in industrial plants and among automobile 
drivers. Analysis of the accidents that occur 
in a typical industrial plant are likely to 
indicate that approximately 65 per cent of 
the accidents that take place over a two-year 
period are experienced by about 15 per cent 
of the work force. Findings such as these have 
stimulated certain psychologists to make spe¬ 
cial studies of individuals who have had a 
history of repeated accidents. 

Children who are accident prone seem to 
exhibit different patterns of behavior from 
those who have few accidents. When a re- 
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searcher studied two groups of children who 
were matched according to age, sex, and 
accident history over a four-year period, it 
was found that children who had had repeated 
accidents were generally freer and less in¬ 
hibited in a doll play situation than the 
others. Their play was less stereotyped. The 
accident-prone children expressed their aggres¬ 
sion more readily than did the accident-free. 
The former were more verbally aggressive. 

The child’s background was found to be 
related to his behavior, too. Accident repeaters 
seem to come generally from larger families, 
were born in somewhat later birth order, 
came more often from broken homes, and 
transferred schools frequently. They had been, 
in many instances, referred to home and 
school counselors in public schools. 

The author suggests that if these charac¬ 
teristics identified in children with accidents 
were also found in adults, accident liability 
might be considered continuous from child¬ 
hood to maturity.* 2 

Several significant clinical studies have been 
made of accident-prone persons. Alexandra 
Adler, for example, studied 100 such indus¬ 
trial workers of Europe and 100 Massachu¬ 
setts applicants for workmen’s compensation.** 
Some of her findings were: 

Among American accident-prone workers, 
over one fourth were over-fearful. She found 
that fear of accidents can produce them. More 
than 23 per cent of American accident-prone 
workers had a fatalistic attitude that they 
were unlucky. Almost 20 per cent wanted to 
be pampered. More than 13 per cent had 
a revengeful attitude toward parents or 
teachers. 

Among the European workers, a revengeful 
attitude was responsible in 56 per cent of the 
individuals. These men were bitter, antago¬ 
nistic, revengeful, particularly toward parents 
and educators.* 4 

Flanders Dunbar, a researcher in the field 
of psychosomatic medicine, has made exten¬ 
sive investigations of the personality profiles 
of accident-prone and other hospital patients. 
In one study of 1,600 patients that led to the 


development of distinguishing profiles, she 
found that 80 per cent fell into recognizable 
profiles of significance in regard to accident 
record: 

It is clear from a brief review of these per¬ 
sonality profiles that two important diagnostic 
points are: the sphere of life in which the patient 
had his major conflicts, and his characteristic 
means of reaction and of attempting to solve 
these conflicts. The area of focal conflict of 
patients with the accident habit is in the realm 
of authority. The authority may be, first, par¬ 
ents, then school, and later, church, job, wife or 
husband. The characteristic response to these 
difficulties is to strive for independence and 
autonomy outside such relationships and to mini¬ 
mize and avoid conflicts with authority whenever 
possible, although without submitting- 

Any dynamic formulation relative to the pro¬ 
file of these accident-prone personalities should 
begin with an investigation of the nature of their 
defenses. By focusing their values on immediate 
concrete experience, striving to find satisfactions 
and security outside the authoritarian hierarchy, 
and avoiding any marked submission or domina¬ 
tion in vocational or social roles, accident-prone 
persons get along without serious conflicts with 
authority. The defenses work most of the time. 
When thwarted, deprived, or subjected to unusual 
strain such as unemployment, or the pressure of 
a mother-in-law in the family, these persons "do 
something" to modify the situation or get away 
from it instead of keeping their anger bottled up 
inside. It is significant that these patients have a 
health record far above the average. 

When the characteristic defenses fail and con¬ 
flict with authority becomes unavoidable, the 
accident happens. Aggressiveness may break out 
in an act which appears to punish the victim or 
those responsible for his frustration, or both. Or 
it may come near enough to the surface to cause 
the kind of confusion which leaves the person 
defenseless in the danger situations normally 
encountered from day to day. Unlike depressed 
persons who consciously attempt suicide, the 
accident-prone individual usually reports no con¬ 
scious premeditation. It is interesting, however, 
that he occasionally reports a dream or a "hunch” 
that "something was going to happen today” or 
that he “was going to have bad luck.” This trend 
is illustrated by the statement made so fre¬ 
quently by these patients after the accident has 
happened: "You can’t get around fate; I got 

mine today, you’ll get yours tomorrow_” 

...These profiles may be useful to the phy¬ 
sician not trained in psychiatry, as an aid in 
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knowing what kind of questions to ask. which 
emotional problems should be approached first 
and what not to do in general therapeutic man¬ 
agement of the patient. Too often if a mother- 
in-law or a sexual problem turns up. the psycho¬ 
somatic-minded internist or surgeon concen¬ 
trates on this and fails to realize that although 
he may make the patient happy by listening, he 
will do nothing that is effective in curing the 
accident habit unless he attempts to deal with 
the fundamental problems of his patient in terms 
of both the area of the patient's greatest sensi¬ 
tivity and the inadequacies in his habitual man¬ 
ner of attempting to solve his conflicts. 35 

Freud's contributions made psychologists 
aware of unconscious motivations that influ¬ 
ence behavior in everyday life. Clinical psy¬ 
chologists and psychiatrists see much evidence 
that leads them to believe that many accidents 
are not chance happenings but are linked in 
some way with dynamic factors within the 
personality. 

Several investigators have tried to find 
psychological tests that identify the accident- 
repeater. Projective techniques have been used 
to study the influence of personality disposi¬ 


tions on the part of high accident persons in 
an industrial setting. Davids and Mahoney in 
a study by the use of the projective technique 
found that high-accident individuals, in com¬ 
parison with the nonaccident subjects, were 
significantly lower on socially desirable per¬ 
sonality dispositions of optimism, trust, and 
sociocentricity. There was highly significant 
association between high accident proneness 
and projective responses indicative of a nega¬ 
tive attitude toward employment. 36 

A statistical study of accidents in 147 
factories correlated 75 variables with accident 
severity and frequency. Most of the signifi¬ 
cant findings were interpreted in terms of 
preoccupation of workers due to threat to 
status and comfort and to guilt feelings and 
frustrations. 37 

One investigator probed the primary per¬ 
sonality qualities and occupational interests 
of pairs of employees working on the same 
job. One member of the pair was selected as 
being a definite injury repeater. The other 
member was considered a reasonably safe 
worker on that job. This study revealed 27 
measurable personality factors related to acci¬ 
dent proneness that could be classified into 
seven trait patterns, or syndromes. An ex¬ 
ample of one of the syndromes was described 
as "Social orientation. The injury-repeater 
tends to have aggressive, self-assertive atti¬ 
tudes toward others. He is not likely to be 
interested in teamwork or cooperating in the 
achievement of group goals.” The author, as 
a result of his researches, has developed a 
"Job Attitudes Survey” as a promising device 
for predicting the likelihood of safe behavior 
on the job. Further research on the degree of 
validity of this predictive instrument is in 
progress. 3 * 

In spite of the many researches which have 
indicated that accident proneness is an im¬ 
portant factor in the occurence of accidents, 
some writers on the subject claim that “acci¬ 
dent proneness and accident-prone people are 
probably no more than secondary factors in 
accident causation.” 39 

Some of the critics of the concept claim 
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that it is necessary to differentiate between 
“personal” and “situational” accidents in 
order to isolate other than personal factors in 
the accident data. As an example, the amount 
of hazard exposure should be considered. One 
investigator analyzed the accident data con¬ 
cerning 737 electric utility employees during 
a period of one year. He grouped the em¬ 
ployees according to relative hazard exposure. 
His analysis revealed data which suggested 
the presence of accident proneness. The 
author, however, was unable to identify acci¬ 
dent-prone individuals by the statistical 
analysis he had made. 40 

An examination of the literature concerning 
accident proneness indicates that those re¬ 
searchers who object to the concept do so on 
the basis of statistical analysis—not all vari¬ 
ables are considered. Those who believe that 
the arguments in favor of the accident prone¬ 
ness concept are valid usually do so on the 
basis of clinical analysis. They believe that a 
poor accident record is only one manifestation 
of an “inadequate method of living.” 41 We 
are also certain that the temporarily “acci¬ 
dent-prone" individuals—those distracted by 
job tension, family troubles, or more serious 
emotional disorders—contribute to on-the-job 
accident statistics. 

Current thinking concerning accidents 
seems to be that some persons do have more 
accidents than others, that tests to spot the 
repeaters do not as yet identify most of those 
who will have accidents, and that the factors 
associated with their occurence are not well 
established. There is also considerable dis¬ 
agreement over just what an “accident-prone” 
person is. One investigator may use the term 
in an empirical sense merely to identify per¬ 
sons with a history of accidents. Another may 
use it in a diagnostic sense, referring to a 
supposed clinical entity. Empirical descrip¬ 
tions would seem more advisable until suffi¬ 
cient data have been accumulated to make 
etiological distinctions. Hence we should re¬ 
gard a person with a history of accidents as 
an “accident-repeater” rather than “accident- 
prone.” 42 


NIGHT WORK 

Scientific study of the effect of night work 
on production is difficult to make because 
many uncontrolled variables prevent it. How¬ 
ever, Modern Industry editors surveyed a 
number of plants to find out what problems 
are posed by night shifts and how the prob¬ 
lems are handled. In some plants night shift 
workers appear to be more relaxed than day 
shift workers. Occasionally, they act as if they 
are doing the company a favor by being on 
the shift at all. 

In general, night workers equal the quantity 
production of the day shift, but the quality of 
the work record is usually not as good. For 
that reason, simple routine jobs may be the 
best choice for the night shift. Surprisingly, 
night workers seem to have fewer accidents 
than the day shift. Perhaps this is because 
there is less movement of materials at night. 

Personnel experts estimate that less than 25 
per cent of all workers actually want to work 
at night. Most of the rest won’t do it at any 
price. Today the usual night-shift premiums 
(4C to IOC an hour, or 5% to 10% of earnings) 
provide little incentive to the worker who doesn’t 
like the night shift to begin with. That’s par¬ 
ticularly true of the third shift. 

Neither does it seem to make much difference 
whether shifts are rotated so men work each shift 
for a certain number of weeks, or permanently 
set, with men definitely assigned to one shift or 
another. Each has a few things to recommend it, 
and a good many drawbacks.... 

When shifts are permanently set. workers with 
most seniority and highest skill will get the pre¬ 
ferred day jobs. That leaves the less-experienced, 
less-skilled workers for the night shifts. On the 
credit side, there is that small, reliable corps of 
men who actually prefer night work. And perma¬ 
nent assignment to it lets them arrange their 
lives accordingly. 41 

Interviews with nighttime workers who are 
on alternating shifts, particularly weekly 
shifts, usually reveal almost universal dislike: 
habit disruptions, reduced feeling of physical 
well-being, and loss of appetite. Monthly or 
fortnightly work spells are preferred over 
weekly. However, some workers prefer per¬ 
manent night shift over day work. 44 They like 
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the higher pay, greater work freedom, and 
opportunities to carry on other activities such 
as farming or a small business of their own. 
Certain employees, too, prefer to be relieved 
from community and home responsibilities. 
These isolates can avoid undesired interac¬ 
tions with others because of the demands of 
night-shift work. 45 

In spite of the objections to alternating 
shifts, some managers prefer them because 
the method assures having good workers on 
all shifts. 

Because top management, engineers, and 
production specialists are not regularly in the 
plant at night, it is difficult to keep night-shift 
workers informed of company plans and 
policies. A special effort should be made to get 
such information to the night-staff—both by 
word-of-mouth and by means of bulletins and 
memos. 

FATIGUE AND BOREDOM 

Certain biology teachers have likened man 
to a machine and tried to compute his effi¬ 
ciency in a manner similar to that used in 
measuring the efficiency of motors. In terms 
of chemical energy consumed, the Diesel 
engine and the high-compression automobile 
engine surpass man’s efficiency as a machine. 
In terms of chemical energy consumed as food 
and converted into external mechanical en¬ 
ergy, man’s efficiency usually ranges from 15 
to 20 per cent. 46 

The term fatigue has various meanings. To 
the layman it simply means “feeling tired.” 
Researchers usually call this type subjective 
fatigue, and it may be thought of with refer¬ 
ence to certain muscles only, or it may be 
rather general and involve drowsiness. Labor¬ 
atory experiments often show that subjective 
fatigue may be quite pronounced but that the 
person having such feelings actually may be 
doing as much work as ever. 

Subjective fatigue often is distinguished 
from mental fatigue, the tiredness that de¬ 
velops from work of a mental rather than a 
muscular nature. The fatigue that results from 
doing accounting or writing a book may be 


considered to be somewhat different from the 
subjective fatigue caused by the use of 
muscles. Perhaps the difference between the 
two is only one of degree or source. At any 
rate, mental workers often wish to change to 
some other activity, but the other activity at 
the time may have a greater appeal simply 
because of vague psychological influences and 
not because of physiological changes in the 
body. 

Of course, physiological conditions have 
pronounced bearings on the feelings of fatigue. 
For example, in hot industries workmen are 
given salt in tablet form or in drinking water 
in order to remedy the deficiency of body salt 
lost through perspiration. Glass-making, bak¬ 
ing, steel, and similar industries furnish salt 
to workers, especially during heat waves. 
Some football trainers feed salt, or bouillon, 
which is more palatable, to football players. 

In some fatigue experiments, the subject of 
the experiment may not feel tired but may do 
considerably less work. This decreased capa¬ 
city for work because of exhaustion of energy- 
producing materials such as sugar products, 
especially glycogen, and the accumulation of 
waste products, mostly carbon dioxide and 
lactic acid, is called objective fatigue. Objec¬ 
tive and subjective fatigue do not always 
correlate, especially when the individual is 
offered a greatly desired reward for continued 
output. 

In most cases, psychological and physio¬ 
logical factors in fatigue are closely inter¬ 
related. Differentiation is difficult. However, 
the “feelings of fatigue” and “boredom” have 
been differentiated by Brozek: 

Boredom is characterized by discontent, rest¬ 
lessness and yawning, whereas the “feeling of 
fatigue" appears as weariness and can be relieved 
only by rest. Fatigue which accompanies heavy 
or very intensive work is regarded as a subjective 
sign of physiological changes produced by the 
work. In some cases, such as sprinting, it is 
possible to identify and measure some of the 
physiological changes such as the rise in blood 
lactate, oxygen debt, and so on- 

What are the personal characteristics of the 
boredom-prone individual? Wyatt and Langdon 47 
investigated four personality traits: general intel- 
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photo by courtesy of Prof. Leonard C. 
Mead. 



ligence, divided attention ("ability to think of 
other things while working"), perseveration (in¬ 
terference of the preceding activity) and intro¬ 
version-extraversion. The differences between the 
average scores of "least bored" and "most bored" 
workers were found to be statistically significant 
for the first and last traits studied. Higher intel¬ 
ligence and extroversion tend to be associated 
with greater susceptibility to boredom. 

Individuals who were classified as "most bored" 
registered also a higher number of complaints 
against working conditions. In three plants where 
studies were made on sub-groups comprising 54, 
34 and 26 workers, bored workers registered on 
the average. 19 per cent, 23.7 per cent, and 21.3 
per cent more complaints. 

Workers spontaneously develop antidotes to 
boredom such as talking, singing and day-dream¬ 
ing. Features introduced and tested experimen¬ 
tally in previous investigations included such 
factors as rest pauses and changes in the form of 
work. 48 

In office work, more work is done per hour 
when authorized rest periods are given to 
clerks than when there are no authorized rest 
periods. 

Even when the length of time consumed by 
pauses is added to the length of the working 
day, this increase holds true. These findings 
were made for a group of sixteen women, 
comptometer operators, who were computing 


applications for crop loans in a government 
agency. 

When the experiment was started, the only 
authorized rest pause was the 45-minute noon 
recess. Observers noted that the women took 
rest pauses when it was convenient. During 
the second part of the experiment, rest pe¬ 
riods were installed from 10:22 to 10:30 a.m. 
and from 2:23 to 2:30 p.m., and the fifteen 
minutes thereby consumed were added to the 
length of the workday. During this part of 
the experiment a decrease in the amount of 
unauthorized rest and an increase in the 
amount of production per hour was proved. 
Although in this particular case only six of 
the sixteen operators preferred authorized rest 
periods, the complaints of the majority were 
directed not at the system itself but at the 
crowded restroom. Such negative aspects of 
the work situation should, of course, be cor¬ 
rected if authorized rest pauses are inau¬ 
gurated. 49 

Practices in regard to the granting of rest 
periods usually vary for office and factory 
workers. 

Although rewards such as rest pauses and 
bonuses tend to facilitate production, they 
have little effect on reported feelings of tired- 
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ness and boredness. This was found in an 
experiment in which subjects were told to 
“work as hard and as fast as you can” at 
monotonous laboratory work that simulated 
the type of work done by many industrial 
workers daily. The study was made to deter¬ 
mine the effects of various suggested attitudes 
or mental sets on work productivity and 
boredom. Authors tested eighty-eight college 
students—divided into groups to test various 
attitudes and conditions. The manual work 
(motor tasks) performed were simple, but 
equipment prevented it from becoming auto¬ 
matic even toward the end of the four-hour 
test period. 

Under ordinary working conditions, re¬ 
ported feelings of tiredness and boredness 
were found to be in inverse proportion to the 
amount of work done. There also was found 
to be an inverse relation between observable 
boredness and tiredness as rated by experi¬ 
menters and amount of work done. Additional 
findings were: 

Knowledge that a rest pause is imminent 
retards production for the period immediately 
preceding the pause. 

Indulgence in activities such as talking or 
laughing tends to objectify the working situation 
and also tends to inhibit to some extent reports 
of tiredness and boredness. 

The introduction of positive motivation, in the 
waking state, facilitates production considerably, 
and produces fewer reports of tiredness and 
boredness. 

The introduction of negative motivation, in 
the waking state, inhibits production significantly 
but has little effect on reports of tiredness and 
boredness. so 

Workers often reduce their boredom at 
repetitive work through conversation. They 
provide their own rest pauses if management 
does not systematize rest for them. 

The Meanings of the Work 
Are Most Significant 

Satisfaction with the working conditions 
does not necessarily bring about productivity. 
An employee may be pleased with his job 
situation but have no strong desire to con¬ 


tribute to production goals. To stimulate the 
employee, the task at hand must have mean¬ 
ings that the employee can understand and 
respect. 

For example, the greatest contrast in pro¬ 
ductivity in a certain factory was found to 
exist between those who wrapped and those 
who unwrapped pieces of toffee. Employees 
thought of unwrapping as destructive and 
aimless. Their mental set created a disinclina¬ 
tion to work which was not altered noticeably 
even by different wage-payment systems. See 
lowermost line of figure on page 385. 51 In 
general, employees caused the most trouble 
and wasted the most time on processes that 
they disliked. Conversely, they showed the 
greatest increase in productivity when work¬ 
ing on those jobs they liked most. 

Most line executives are incapable of, or 
uninterested in, verbalizing the meanings and 
values inherent in the job. Executives who are 
engineers, in particular, are inarticulate in 
this respect. Hence, the personnel department 
must help provide the interpretation of the 
job to the workers. The effect on production 
of such interpretation was dramatically illus¬ 
trated during World War II: 

Take the case of the atomic bomb plant at 
Oak Ridge, Tennessee. The workers there were 
above average. They had been meticulously 
screened before they were selected—they had 
been chosen for their outstanding Americanism 
after a thorough check-up by the F.B.I. You 
would expect these people to give their best 
effort to war production, not only because of 
their general background but because they knew 
that “Manhattan Project" was considered an 
AAAI priority operation. But they did not know 
what they were doing, for of necessity it was the 
policy of “Manhattan Project" not to let its 
“left hand know what its right hand did." 

Taking the normal level of production as 100 
per cent base. I am told on good authority that 
the first week after the A-Bomb fell on Hiro¬ 
shima and they learned the full meaning of their 
efforts, production at Oak Ridge doubled! The 
week following when the second bomb fell on 
Nagasaki and they could begin to see that they 
could help bring the war to a quick close it went 
up to 300 per cent of the original level. Here, 
dramatically, is demonstrated the stimulating ef¬ 
fect of knowing what one is doing and why} 1 
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Certainly, studies of production procedures 
indicate that the human relations involved in 
a plant are important factors in the produc¬ 
tivity and morale of workers. Several postwar 
studies of this type have been reported. 

In one series, cost differentials in different 
companies of approximately the same size 
and character were studied. The most striking 
example was that of four gas mask plants 
which operated until shortly before V-J Day. 

These plants had been equipped with identical 
government-owned facilities. Their operations 
were determined by the same production sched¬ 
ules and by the same piece rates for identical 
work. The government found, however, that the 
labor cost differed considerably in those four 
plants; it ranged from S2( to 87< per gas mask. 
It was also found that the average take-home 


pay was $1.17 an hour in the plant producing 
the low-cost gas masks, whereas take-home was 
much lower (7 24 to $1.00) in the plants deliver¬ 
ing the high-cost gas masks. 

When plant operations were investigated, it 
developed that the reason for the cost and take- 
home differentials lay in the varying degree of 
work interest among the employees of the four 
plants. Supervisory know-how in "human engi¬ 
neering" was low in the high-cost plants, but on 
a relatively high plane in the low-cost plant. 

As a consequence, workers responded quite 
differently; their output (under equal piece rates) 
was high or low. depending on such factors as (1) 
speed with which grievances were settled; (2) 
worker confidence in the foreman’s judgment and 
ability; (3) ease with which the workers could 
bring up their problems with the foreman and 
(4) willingness with which the workers accepted 
the foreman as their boss and leader. 

Other differences, not directly pertaining to 




386 


MAKING WORKING CONDITIONS FAVORABLE FOR EMPLOYEE EFFICIENCY 


the quality of supervision, existed also. The low- 
cost plant had a better staffed and better func¬ 
tioning personnel department than the others. 
Also, its whole industrial relations policy had 
been given as much attention as the technical 
aspects of production. “Human engineering” was 
recognized as an important factor in industrial 
operations, making for competitive advantages 
where cost and other conditions of doing business 
were the same . 53 

Industrial psychologists have concluded 
that bad working conditions do not in them¬ 
selves produce bad morale nor do good work¬ 
ing conditions produce good morale. Rather, 
the psychological climate determines the kind 
or degree of good or poor morale. A company 
may, for example, recognize that certain em¬ 
ployees have to work over a chemical bath 
that gives off unpleasant fumes. When an 
exhaust system is installed to draw off the 
fumes, morale goes up or down depending 
upon whether the workers think that the 
exhaust system was installed for their benefit 
or to boost output only. When workers are 
suspicious of the reasons behind manage¬ 
ment’s moves, the improvement of working 
conditions will not change morale. 54 

In general, we can say that fatigue and 
efficiency of the individual are influenced by 
many chemical and psychological influences. 
Furthermore, the individual can accommodate 
himself to almost any conditions. Man has 
permanent settlements in towns that fre¬ 
quently have winter temperatures 50 degrees 
F. below zero and in deserts with sun tem¬ 
peratures of 150 degrees. Attitude is exceed¬ 
ingly important toward the adaptation. An 
experienced stevedore, for example, can toss 
freight all day without appreciable fatigue but 
will be worn out by several hours of simple 
effort while on a shopping trip with his wife 
who is looking for a hat! 

In the case of industrial workers, Britain’s 
Industrial Health Board has summarized the 
findings of researchers on the effects of work¬ 
ing hours and similar factors on output of 
workers as follows: 

It used to be thought that worker’s and em¬ 


ployer’s interests were opposed—the worker 
wanting plenty of leisure and pay, the employer 
wanting the most work for the least expenditure. 
But now psychological researches into industry 
have shown that the best conditions of work for 
the greatest output are exactly the same as those 
that give health and a low accident rate to the 
worker . 55 

Many executives, in their labor relations 
thinking, still pay too much attention to 
physical conditions, important as they are, 
but not enough to human feelings. The 
physical environment can make a factory or 
office a more comfortable place in which to 
work, but the best morale and highest produc¬ 
tion come out of a homey atmosphere of 
friendliness and personal understanding be¬ 
tween management and workers. It is, of 
course, much easier for an executive to install 
a mechanical system or device or some kind 
than for him to change his cold personality to 
a friendly understanding one. 

General Motors, using its own 79 plants as 
a laboratory, conducted an interesting study 
on the effect of physical environment on pro¬ 
ductivity. The company has some plants that 
are the last word in employee comfort as well 
as other, older plants where there is less 
emphasis on the mechanics of comfort. The 
survey showed that there was no difference in 
output between the slick and the staid plants. 
Workers who are impressed by swank fac¬ 
tories and bowling leagues will normally 
gravitate to such plants, it seemed, while 
others, who do not care for externals or sports, 
take jobs with companies that do not go in 
for showmanship. The study showed that 
while frills and fringes made no dent one way 
or the other in individual productivity, the 
degree of camaraderie in the department or 
plant made a tremendous difference in ulti¬ 
mate output. 56 

A few decades ago, the emphases in the 
attempts to improve production were largely 
of the time and motion study variety. Today, 
the work simplification programs still give 
attention to methods of work but they are 
now based on the simple principle that people 
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do best the things they understand and enjoy 
because of their meanings. Work simplifica¬ 
tion recognizes that real productivity and 
satisfaction in the work situation depends 


upon the psychological climate in the day-to- 
day relationships with management and fellow 
workers. 
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PROJECTS 


1. Conduct a study among fellow students or 
associates regarding effects on efficiency of 
listening to the radio while reading or study¬ 
ing. Note the kind of music listened to, the 
loudness, and other pertinent factors. 

2. List the factors in lighting that tend to im¬ 
prove productivity in industry. Which recom¬ 
mended factors or principles are you violat¬ 
ing in the lighting of your own study or work 
environment? 

3. What is the effect of music on your mental 
efficiency? Do your tastes in music annoy 
anyone else who studies or works in your 
environment? If others are annoyed by your 
preferences in music, what reasons can you 
suggest for the different preferences? 

4. Consider the colors of walls, ceilings, and 


furniture in your study or work situation. 
Are the colors conducive to study or work? 
What improvements would you like to make 
in the colors of your work or study environ¬ 
ment? 

5. What kinds of noises do you usually have in 
your study or work environment? If certain 
ones distract you from study or work, how do 
you try to adapt yourself to them? Do you 
simply ignore them? Does ignoring them 
appear to affect your productivity or your 
comfort? Have you ever been in a work 
situation in which the noise factor was a 
major problem? How was it solved? 

6. What period of the day can you do your best 
mental work: early morning, mid-morning, 
noon, mid-aftemoon, late afternoon, early 
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evening, or late at night? When is your mental 
efficiency lowest? Do you try to schedule 
difficult mental tasks accordingly? 

7. Do you know an automobile driver who has 
had several automobile accidents? If you do. 


describe any psychological factors that may 
be influential in his high accident rate. If you 
were a traffic court judge, what sentences 
would you impose on traffic law violators who 
are "repeaters”? 
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All our well-meant objectives 
and techniques for dealing with people in industry must 
take cognizance of the pervading psychological framework 
or atmosphere of feeling and thinking 
where the people are functioning. This kind of awareness 
on the part of the observer or new employee cannot be learned 
from a printed statement prepared for visitor 
or newcomer . It must be deduced 
by the perceiver 
as he gradually learns to interpret the cues 
he notes or discovers for himself. 
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PSrCHOlOG/CAl CLIMATES 


bach home, each educational institution, 
each company, and each department of work 
group within a company has a psychological 
climate of its own. The prevailing atmosphere 
in one work group may be almost as imper¬ 
sonal as a computer. In another group, the 
atmosphere is sunny and the people are cheer¬ 
ful and friendly. The people, not the build¬ 
ings, furnishings, equipment or the product 
produced determine the psychological climate. 

Psychological climates are so important 
that every person who wants to become more 
perceptive should become aware of their kinds 
and the factors that bring them about. How¬ 
ever, the student should not try to find a 
work group that is perfect. Perfect climates 
do not exist geographically nor do they exist 
psychologically. The objective for the indi¬ 
vidual in his relations with the group should 
be one of alertness to the nature and causes 
of the atmosphere and of ways in which he 
can contribute to its positive aspects. The 
psychologically perceptive person usually finds 
ways in which he can play his own role in¬ 
telligently in many kinds of climates. 

Some of the factors that are influential in 
producing the climate within a company are 
mentioned in other chapters even though they 
have not been designated as such. In this 
chapter, we shall list and give brief descrip¬ 
tions of certain major influences that are 
likely to be noted in attempts to sense the 
climate. 

1. The extra-company environmental influ¬ 
ences. Behavioral scientists* who study out- 
side-the-company influences are especially 

• The term “behavioral science" usually refers to 
any systematic attempt to study the behavior of 
human beings using the attitudes and procedures of 
science. The disciplines working in this field are psy¬ 
chology, sociology, cultural anthropology, economics, 
and history. Formerly, the term "social science" was 
used, but when the Ford Foundation coined the new 
term, the scientists in these fields began to use it be¬ 
cause it is a relatively neutral term—it is less likely 
to be confused with socialism. See "Behavioral Sci¬ 
ence—What’s in It for Management?" Business Man¬ 
agement Record, National Industrial Conference 
Board, Inc., June, 1963, p. 33. 


interested in cultures. Culture may be defined 
as a "body of learned behavior,” a collection 
of beliefs, habits, practices, and traditions, 
shared by a group of people (a society) and 
successively learned by new members who 
enter the society. Cultures are found in and 
are often characteristic of nations, tribes, 
communities, and companies. The older the 
institution, the greater the likelihood of find¬ 
ing such a firm body of learned behavior. 
When an established culture is disturbed, 
pronounced reactions occur. When, for ex¬ 
ample, efforts are made to improve the eco¬ 
nomic lot of a nation of low-income people by 
introducing the use of more productive ma¬ 
chinery, the natives may resist. The con¬ 
tinuation of their cultural heritages may be 
more important to them than a higher stand¬ 
ard of living which they have not as yet 
learned to appreciate. 

The mores of the people of one geographical 
location often differ from those of another 
region. In the early history of the Tennessee 
Valley Authority, certain supervisory prob¬ 
lems arose because southern workers were not 
accustomed to the rough-and-ready language 
of those foremen whose previous work experi¬ 
ence had been in the North. 1 

Managements of companies in this country 
know that cultural differences in regions are 
often influential. They have found that per¬ 
sons reared in rural areas are likely to have 
somewhat different attitudes toward work 
than those reared in the city. Rural-reared 
employees are more willing to accept and 
attempt to fulfill management’s work expecta¬ 
tions. Generally, morale surveys of industrial 
firms indicate that the attitudes of employees 
toward management are relatively better in 
the South than in the older industrial centers 
of the East. 

2. Size of company. In general, most per¬ 
sons assume that the size of an organization 
has considerable influence on its climate. Any 
one who reads current literature about human 
relations in industry is likely to find state¬ 
ments that describe effects of bigness. One 
oft-mentioned correlate or effect is the so- 
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called “organization man,”* the individual 
who is characterized as following a pattern of 
conforming behavior. It is assumed that the 
nonconforming individual who is less sub¬ 
servient to the group influence is more likely 
to join a small than a large company. The 
faults of the large company in hiring and 
developing the comforming person are be¬ 
lieved to be more severe than in the small 
firm. 

Relatively few studies of the effects of big¬ 
ness as such have been made. However, 
Lyman W. Porter analyzed responses to vari¬ 
ous questions from more than 1,700 man¬ 
agers of companies of all sizes. He found that 
jobs in large concerns are likely to be seen as 
more challenging, more difficult, and more 
competitive than in small companies. Further¬ 
more, the personality traits of the “organiza¬ 
tion man” are seen as being in greater demand 
in small than in large companies. He found 
that the ego and self-fulfillment needs of indi¬ 
viduals, particularly for those who reach the 
middle and upper management levels, are 
more likely to be experienced in the large 
than in the small companies. The reasons for 
this may be the greater facilities usually 



available in the form of technical, financial, 
and personnel resources. The manager is also 
likely to have a larger group under his com¬ 
mand. Larger size offers more challenge. Ap¬ 
parently, the so-called “organization man” is 
in more demand in the small than in the large 
company* 

Thus far, the available evidence indicates 
that we should direct our attention concerning 
psychological climates toward the orientation 
of the management and the dominant per¬ 
sonalities, not toward external size. 

3. Orientation of the management. One 
simple approach to the management orienta¬ 
tion is to estimate it from the history of the 
president. If he achieved his advancement to 
responsibility in the production end of the 
business, we can usually note that the man¬ 
agement is especially concerned with the 
manufacturing equipment, the shop em¬ 
ployees, and the engineering staff. Quality 
control is a popular topic in management 
meetings. And a frequently heard criticism 
is that the sales department makes too many 
ridiculous promises to customers in regard to 
delivery dates. Production executives are 
likely to be pessimistic rather than overly 
optimistic about what the product will do. 
This kind of management likes to get large, 
long-term contracts with the big merchandis¬ 
ing firms such as the Chicago mail order 
houses, because that kind of arrangement 
makes it easy to put production on a stable, 
efficient basis. It also decreases the need for 
making expensive market researches. 

In contrast, top management of a sales- 
minded firm is more likely to prefer small 
contracts with many customers. Selling, not 
production, is fun. The popular topics in the 
management meetings that get priority are 
marketing and advertising. Executives try to 
find out what the customers want by means 
of market researches. They are apt to assure 
the prospective customer that the product will 
do or be just what he wants. And they are 
optimistic about the quality of the product. 

If the top executive has had an active 
financial history, we should expect an extra 
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emphasis to be given to the financial aspects 
of the business. In such a company, one 
should look for the banking connections. The 
board of directors is likely to have a repre¬ 
sentative from the affiliated bank or financial 
house. He, however, is not likely to exercise 
very much influence on the personnel except 
in the selection of the president or other key 
executives. He will be more concerned with 
the profit-or-loss picture and how it may be 
improved. 

The fact that a company is under the 
financial control of a banking group or a 
foundation does not mean that the manage¬ 
ment provides a good or a poor climate, one 
that is favorable or unfavorable for the young 
man who wants to grow. However, a knowl¬ 
edge of the controlling personalities on the 
board enables one to evaluate their influence 
more accurately. 

The significance of a company’s financial 
situation is especially important as to how 
profits are used. They may be sought to build 
high salary-paying practices and retirement 
benefits for the major executives, to earn 
profits for important stockholders, to satisfy 
status needs, or to strengthen the company 
through research and diversification. For¬ 
tunately, most professional management men 
have a desire to develop a bigger and stronger 
company because of the challenge, and not 
for the sake of special benefits to any one 
interest group. 

4. Is the management expansion minded? 
Relatively few managements like to pile up 
profits into cash reserves. They prefer to 
invest their profits in expansion programs. 
Historically, the contrasts between cash-rich 
and expansion-minded managements are often 
studied by comparing the earlier development 
of Montgomery Ward under Sewell Avery, 
and of Sears, Roebuck and Company under 
General Woods. Avery followed a policy of 
piling up cash. Woods used cash for expan¬ 
sion. Later, Montgomery Ward management 
recognized that profits are most productive 
when put to work. 

Typically, American executives consciously 
think of expansion first and profits second. 
Business boom and growth are more thrilling 


to the aggressive executive than money in the 
bank. Many have sought expansion for the 
sake of expansion with little regard for im¬ 
mediate profit. Certain managements find this 
necessary, at times, for competitive reasons. 
The history of automobile manufacturing 
offers examples of this kind of need for dis¬ 
interest in profits in one year for the sake of 
later corporate health. 

An important need for survival through 
expansion arises when the company’s main 
product is declining in sales simply because it 
is approaching the end of its life cycle. New 
products are like people—they are bom, grow 
slowly, reach the vigor of maturity, decline, 
and eventually die. Alert managements there¬ 
fore seek to retain their corporate vigor by 
expanding their activities toward the acquisi¬ 
tion of other products and companies, often 
through mergers. 

Reasons for a company seeking to bring 
another firm into its own organization may be 
to strengthen product lines, to join forces with 
another firm that deals in the same product, 
to build a vertically integrated unit as ex¬ 
emplified by the steel manufacturer who buys 
an appliance company, to diversify its prod¬ 
ucts and to bring about operating savings. In 
some cases, the competitive position may be 
improved through the acquisition of a larger 
sales force or a better geographical distribu¬ 
tion of sales offices. 

A common reason for mergers is the need 
for obtaining a better management. Perhaps 
the management of the acquiring company 
consists of old men, while that of the acquired 
company has a supply of capable young ex¬ 
ecutives. For the small company, one of the 
benefits to its men is that they may have a 
better chance to grow through a greater num¬ 
ber of opportunities to advance to better jobs. 

Fundamentally, however, expansion is a 
part of our business way of life. If growth 
through further enlargement of the company’s 
current activities is no longer feasible, expan¬ 
sion must be made into unrelated lines. The 
company diversifies. Some of these diversifica¬ 
tions may be organized in a manner that 
brings about profitable integration—others 
merely bring about a polyglot collection of 
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companies, some of which may be a financial 
drag on the profitable companies of the 
group. 

Many merged companies suffer severe 
varieties of “indigestion” before the added 
segments become profitably integrated with 
the parent company. Some never seem to 
reach stable profits and growth. This sug¬ 
gests that the growth-minded man who 
chooses a company for its expansion minded¬ 
ness should also try to note whether the ex¬ 
ecutives are as able and versatile as the expan¬ 
sion program requires. 

On the human relations side, personality 
clashes and conflicts of interest often arise 
between members of the acquiring and the 
acquired managements. The controlling com¬ 
pany’s management may make decisions 
which the acquired company’s executives 
know to be wrong. Or the latter may give 
only lip service to the central management’s 
programs while running the operations in a 
manner that produces only mediocre results. 
This latter group of executives functions as 
an “island of autonomy.” 

Members of a central management and 
those of an acquired management often need 
years of experience with each other in order 
to develop mutual confidence and whole¬ 
hearted cooperation. Until such time as they 
have gone through tribulations together, 
they lack identification with each other and 
remain a polyglot collection in spirit as well 
as in structure. The psychological climates of 
merged companies often remain varied and 
uncertain until their members have experi¬ 
enced suffering and success with new organi¬ 
zational assignments. 

The average industrial employee is likely 
to prefer to work in a climate of stability, a 
place where few changes take place. The am¬ 
bitious young man, in contrast, usually prefers 
to work in a less stabilized place, one where 
the growth of the company is more important 
than comfortable stability. 

5. Centralized or decentralized decision¬ 
making. A large company, whether it resulted 
from a merger or not, can be viewed as a 
grouping of smaller business units. In some 
large and small companies, decision-making is 


so highly centralized that no subordinate can 
act on his own until he has got a signal from 
someone up the line. Initiative on the part of 
middle management men is stalled. Personal 
growth becomes more difficult as the cen¬ 
tralized decision-making and the hampering 
red tape increases. 

Efforts to decrease decentralized decision¬ 
making has increased in recent years because 
the red-tape organization is not especially 
profitable. Also, the improvement of human 
relations is likely to be easier. The current 
policy in some large companies is to create a 
small business atmosphere by dividing the 
company into a number of smaller units, each 
headed by a man who has broad responsibili¬ 
ties. The concept, as Harlow H. Curtice of 
General Motors has expressed it, is: 

...to divide the business into as many parts 
as consistently as [sic] can be done, place in 
charge of each part the most capable executive 
that can be found, and develop a system of co¬ 
ordination so that each part may strengthen and 
support each other part; thus not only welding 
all parts together in the common interests of a 
joint enterprise, but importantly developing 
ability and initiative through the instrumentali¬ 
ties of responsibility and ambition—developing 
men and giving them an opportunity to exer¬ 
cise their talents, both in their own interests as 
well as in that of the business. 4 

One of the best ways to utilize human re¬ 
sources for business success is through the 
delegation of the decision-making power, as 
Curtice pointed out. Henry Ford almost lost 
his business as a result of his insistence on 
having the final say in unimportant as well as 
important matters. 

Anyone who has risen to top levels in man¬ 
agement, whether as the owner-manager or as 
a driving member of a large organization, is 
likely to feel that the success of the business 
is due to his efforts. It is difficult for him to 
let others make important decisions because 
he has learned to depend upon himself rather 
than others. To develop his subordinates, how¬ 
ever, he must learn how to allow them to 
make mistakes. Generally, executives who 
really want their subordinates to grow do so 
by choosing the goals but letting them decide 
how the goals will be attained. For the ambi- 
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tious young man, the extent to which he will 
have the privilege of decision-making in re¬ 
gard to operational procedures is one of the 
most important aspects of a company’s psy¬ 
chological climate. 

6. The controlling personalities in the com¬ 
pany. The formal head is not necessarily the 
most influential leader in a company. The 
man in the president’s chair may in reality be 
a figurehead—some other executive may be 
setting up the goals, pushing the sales, and 
directing the organization. He, rather than 
the formal head, may also be looked to as the 
leader by the customers. 

If the founder of the business has, in his 
old age, turned the company over to a charita¬ 
ble foundation for control, the climate is likely 
to be one of conservatism, and a conservatism 
that leads to the decline and eventual death 
of the company. Continuity of family control 
is often safeguarded by the placing of large 
blocks of stock in the hands of a trust which 
retains them for the benefit of the original 
owners’ children and grandchildren. 

If an heir remains at the helm, the man¬ 
agement may be competent or incompetent, 
probably competent because the founder 
usually trains able assistants who can guide 
the heir. In many cases, too, the founder puts 
the heir through years of strenuous training 
for later responsibilities. If the heir does not 
achieve an acceptable level of ability, the 
board of directors may quietly arrange for 
his departure from the company. The mem¬ 
bers of the board and other executives are 
likely to have so great an investment in time 
and money in the company that they will not 
allow a weak scion to jeopardize their invest¬ 
ment through poor management. In American 
business, dynastic succession is less prevalent 
than popular fancy imagines. A survey of pub¬ 
lic opinion on the subject, made by The 
Psychological Corporation, indicated that al¬ 
most one third of the public believes that 
most of industry is run by a few wealthy 
families like the Rockefellers, du Ponts, and 
Fords. Yet careful analysis of the top com¬ 
mand echelons of the 500 largest publicly 
owned corporations of the United States re¬ 


vealed only a 14 per cent incidence of dy¬ 
nastic relationships, much of it at secondary 
levels. Relatively few managements follow a 
fixed policy on the question of nepotism—the 
showing of too much favor by one in power to 
his relatives. Informally, many managements 
do not employ relatives because they feel that 
hiring relatives tends to bring criticism from 
non-related employees. Also, many able young 
men refuse to work in their fathers’ companies 
because they want to earn their own titles and 
responsible positions without benefit of 
parental influence. Besides, some sons know 
the father too well! 

Many heirs are sons of forceful fathers. 
Such fathers are apt to be exceedingly de¬ 
manding and intensely critical of their sons’ 
performance. Many fathers are still at the 
height of their own powers when their sons 
reach adulthood. “In the very best of circum¬ 
stances, sonship in dynastic industrial families 
is no bed of roses. The pressure can be in¬ 
tense, and an heir’s opportunity to spread his 
wings may be long delayed.” 5 

In small companies, wholly or largely 
owned by one man, the basic financial ori¬ 
entation may be toward the building up of 
an estate for the benefit of heirs. Few profits 
are spent for research or further growth. In¬ 
stead, the policy is usually described in such 
words as “The old man is milking the com¬ 
pany in order to take care of his incompetent 
heirs.” The owner of such a company may 
have one or two competent assistants but most 
employees are chosen because they can do a 
passable job and are willing to work for 
below-average pay. If an outstanding man is 
selected for employment because of his ex¬ 
cellent potentials for growth, he is usually 
chosen because the owner wants to have his 
company continue to operate profitably after 
his death. If a young man of drive and high 
aspiration is hired on the assumption that he 
will be trained to become the head later, he 
may find that he advances rapidly in income 
and responsibility. 6 

7. The ages of the top management men. 
Usually, boards of directors like to be able to 
refer to the management as “young and ag- 
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gressive.” They prefer to have some young 
rather than old men only. They realize that 
the perpetuation of the company is a basic 
responsibility of a board. Of course a com¬ 
pany that has young men only may be as 
weak as one that has only old men. 

Age is not a sound criterion of managerial 
ability. Many of our most progressive com¬ 
panies are headed by top executives who are 
in their fifties and sixties. Some are even 
older. Generally, top management men need 
judicial wisdom that has developed from years 
of experience. They must guide the develop¬ 
ment of the younger, more aggressive members 
of middle management. The full development 
of a personality often takes place in the later 
years of life. Maturity means that the emo¬ 
tional roadblocks of youth have been over¬ 
come so that energies are fully released for 
constructive activities. “Judgment ripens as 
the hair whitens.” The fact that a manage¬ 
ment can be described as “young and aggres¬ 
sive” does not necessarily mean that it is 
efficient and successful. 7 

Of course when senility approaches, judicial 
ability declines. 

Actually, management’s most serious prob¬ 
lem in regard to age is not the continuation of 
executives in jobs which they are no longer 
able to fulfill. Instead, a greater difficulty 
centers in the presence of “old men” on all 
levels who have become embittered sometimes 
quite early in their work life. Their unhappi¬ 
ness often permeates the department or group 
to such an extent that they create a psycho¬ 
logical climate of pessimism, frustration, and 
criticism. Managements are usually aware of 
their negative influence on the younger em¬ 
ployees but do not want to be so unkind as 
to remove them. It is up to each younger 
person who enters any group to recognize the 
presence of the disgruntled older employees 
and to plan his career without letting their 
soured outlook affect him. 

8. How well do the personalities at the top 
mesh together? Many students who read the 
literature on human relations in business 
imagine that the ideal climate for a company 
is one where no frictions can be found—only 


sweetness and light. This kind of company 
should be avoided. A complete absence of fric¬ 
tion between executives means that the mem¬ 
bers of the organization are not thinking ag¬ 
gressively, not stimulating each other to do 
better work. Such an atmosphere is not found 
in growth companies, those noted for their 
growth in sales over the years. Their manage¬ 
ment men have an enthusiasm for achieve¬ 
ment. They like to accomplish things. They 
like to take the lead in making changes. 

Growth companies have organized programs 
of product research and development, market 
research, diversification, and corporate plan¬ 
ning. They plan their programs with an as¬ 
sumption that an accelerating rate of eco¬ 
nomic and technological change and an ac¬ 
celerating intensity of business competition 
will take place. 8 They are characterized by 
a zestful management spirit. 

When individual executives have a strong 
drive to achieve, and are dynamic and imagi¬ 
native in their thinking, they are bound to 
develop some frictions with their colleagues. 
But their frictions usually occur in regard to 
objectives and the means of attaining them, 
not in regard to petty or personal differences. 
Good management men do have some conflicts 
with each other but the conflicts usually have 
corporate purpose and produce common en¬ 
thusiasms. 

When a smart management man realizes 
that his own personality limitations are a 
handicap to his associates and subordinates, 
he may select a colleague or subordinate who 
neutralizes the ill effects of his personality 
pattern. One well-known American corpora¬ 
tion is headed by a man of driving ambition 
and pride. He is meticulous in attire and in 
speech but mercurial in temper and is abrupt 
with people. He has become so aware of his 
negative characteristics with people that he 
has delegated most human relations responsi¬ 
bilities to a fellow executive who is of great 
ability but the opposite of himself in attire, 
manner, and speech. 9 

9. Power politics. Politics exists in all or¬ 
ganized societies: in religious groups, schools, 
colleges, civil service, and hospitals, in trade 
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unions as well as in business. Most of us first 
become acquainted with the political variety 
of power seeking as practiced by some of his¬ 
tory’s political leaders. We hear about it daily 
as reported in newspapers and magazines. 
When a man gets a job in a business organiza¬ 
tion, he notes the schemings of certain ambi¬ 
tious employees who are referred to as ‘‘em¬ 
pire builders,” “eager beavers,” or “crown 
princes, self-appointed.” At first, these men 
function as factional leaders, but they move 
into any group situation where the group 
lacks leadership or where a power vacuum 
exists. Power politics is likely to occur from 
time to time in so many work situations that 
the new employee should become aware of its 
presence. If he succumbs to the influence in 
its worst forms, he is likely to develop cer¬ 
tain crafty qualities of catering to the “poli¬ 
tician,” qualities which at first appear to give 
him advantage over his associates. Generally, 
the clever politician should be avoided. 

As one writer has stated, there are several 
different types of power seekers who seek to 
gain personal followings of their own. Some 
operate only in a relatively small group. A 
few, but not all, are self-centered. The bene¬ 
ficial kind may acquire his empire by any one 
of several procedures: 

(a) by skillful maneuver when others fail 
on a job, retire, or both, or 

(b) by sheer ability and applied imagina¬ 
tion, being two or three jumps ahead 
of one’s colleagues, or 

(c) by being multi-functional in work situ¬ 
ations. The more departments he con¬ 
trols the greater his importance. 10 

Generally, these procedures benefit the com¬ 
pany and the employees. However, when man¬ 
agement decides that the power seeking is 
having more harmful than good effects, top 
management usually controls the power seeker 
by relegating or transferring him to another 
assignment." 

We must not imagine that only ruthless 
power seekers get ahead in business. The ruth¬ 
less self-centered men are likely to be more 
conspicuous and annoying than the more 
representative men who advance in business 


through unselfish service. There are, in every 
large company, certain good sound men whose 
aggressiveness is objective and sensible. They 
direct their efforts to the benefit of the com¬ 
pany or entire group, not to or for themselves. 
They are able men who are usually well ad¬ 
justed as personalities. They have not sought 
power—it has come to them because they 
learned to seek power with rather than power 
over others. They have vision. They have 
ability. They help others get ahead. But the 
dominating center of their thinking is the 
work, the job to be done. They do not per¬ 
ceive their efforts as ends in the attainment of 
selfish benefit. Instead, they think of them¬ 
selves as agents in getting things done well. 
Finally, every member of an organization 
should realize that changes, even painful 
changes, in leadership are necessary for the 
growth of a company. This means that the 
individual employee in industry should per¬ 
ceive the shifts in leadership taking place, 
adapt himself to them, and view them intelli¬ 
gently, not with fear. 

10. The accounting controls. Anyone who 
comes into a strange company learns to be¬ 
come aware of the accounting department’s 
influences. These may be in the form of 
numerous statistical reports to direct manage¬ 
ment’s decisions, budgets, and audits. In re¬ 
cent years, the men who have become com¬ 
puter minded have also become a dominating 
influence in many large companies. The effects 
of computerized thinking are becoming so 
severe that we shall treat the topic more fully 
in terms of its social dangers and challenges. 
See Chapter 25. In this treatment, we shall 
direct our thinking to the psychological effects 
brought about by internal accounting controls 
which are necessary to the productive opera¬ 
tion of any company. These usually center in 
the officer designated as the controller. 

Of course, each management follows its own 
policies in controlling costs. Some follow the 
practice of using rigid controls; others set up 
controls in a manner that still allows ample 
opportunities for the men of initiative. This 
suggests that the ambitious person in a com¬ 
pany should note whether the internal con- 
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People Wont to Work For o Company They Con Respect 

They want to be proud of their organization—its reputation, its product or service, 
its worth-whileness in the community. If they are asked where they work, they want 
to be able to reply with the name of an outfit with a good standing. 

", * com P an / de t P a «s from ethical standards in any of its dealings-not only with 
| Ut Wllh custom ers, suppliers, stockholders, neighbors in the community, 
n ow employee morale results. This extends to matters such as a company 
no eeP 11 ^ op its equipment, or letting the appearance of its buildings go downhill. 

, can trunk of a plant which was starting to allow poor quality goods to get out 
into the market. This seriously affected employee attitudes there. Conditions of pay, 
working conditions, work required, all stayed the same-and by this I mean in a 
favorable sense-but the defection on quality hurt employee spirit. 

*•5™ ° u n k ° ,h . er “W. about the same size, making a similar product. The 
^ *^ e "^° f U ' d . be described as just plain tough. Fair, but really tough. And employees 

high 6 standards hC W ° rk ^ W “ relurned 10 them because Q«*Uty Control set such 

in ?hiir h rnm^°n ni - ,e in the 0,her P Ia "<- They were able to take pride 

He was ahlT an rn P C ‘ '° Ugh ,hou « h he lh *>’ respected the president. 
He was able, and he was on the level. 




trols set up by the accounting department or 
controller tend to inhibit or release the crea¬ 
tive potentials of the people in the organi¬ 
zation. 

Typically, the trained accountant believes 
firmly in the importance of standard pro¬ 
cedures. He is likely to believe that a system, 
once it has been set up, should be obeyed 
regardless of its effects on people. However, 
we should also realize that not all his rigidities 
are discretionary. A lot of our modern record 
keeping must also be attributed to the nature 
of the business, not to the cussedness of the 
controller. 

Usually, the personnel man and the other 
alert members of an organization recognize 
the extent of the controller’s influence in the 
company. When, for example, an applicant 
applies for a job, the human-relations-minded 
interviewer tries to estimate the extent to 
which the applicant would fit into the com¬ 
pany’s rigidities. Consultants who make in¬ 
cisive observations in many different com¬ 
panies note that employees who like a rigidly- 


controlled working environment tend to find 
that kind of environment. Employees who like 
the opposite work situation tend also, in time, 
to find it. The student who is aware of com¬ 
pany and individual personality similarities 
and conflicts should, when choosing an em¬ 
ployer, consider the influence exerted by the 
accountants—would he be happier in a de¬ 
cidedly controlled working situation or in 
another company where controls are less 
prominent in operations? To make his deci¬ 
sion, he should discuss with the employment 
interviewer the extent of controls made on 
operations by the accounting department. 

Advocates of rigid executive controls insist 
they are guarding against broad delegation of 
authority to employees who do not have a 
capacity to exercise it efficiently. This often 
means that top management has difficulty in 
discovering its competent self-initiating em¬ 
ployees. Accountants are likely to believe that 
it is more important to set up controls that 
will assure right behavior than to find out 
which individuals are men of initiative. 
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Management men who are more concerned 
about discovering their men of initiative than 
in having the benefits of obedience are likely 
to resent the rigidities imposed by the con¬ 
troller type of mind. The senior vice president 
of a large corporation, for example, voiced his 
objection to the tight mechanical controls set 
up by the company’s controller by defining a 
controller as “An accountant who thinks 
slowly!” 12 Such an executive would say that 
it is usually more important for a supervisor 
to find out which one of his employees is 
capable of exercising initiative and good judg¬ 
ment than to control the actions of all the 
employees in accordance with the policies laid 
down by the supervisor himself. 

The term "controller” in itself implies a 
firmness that calls for obedient rather than 
creative thinking. His influence is most likely 
to be felt in relation to budgets. 

Well-managed companies use a budget sys¬ 
tem that consists of estimates of the financial 
needs of each department. Budgets are ac¬ 
counting techniques that are designed to con¬ 
trol costs for a given period in the future. 
Estimates are made of the future needs of the 
business, the funds available, and the amounts 
to be spent by the various managerial units. 
Estimates of expenditures are set up for cer¬ 
tain purposes: materials, equipment, main¬ 
tenance, direct labor, and administrative 
expenses. Each managerial unit operates or 
attempts to operate within the framework of 
predicted expenditures. The budget has so 
much importance in some companies that 
virtually every member of the organization 
feels its impact. 

Budgets are frequently used as a basis for 
rewarding and reprimanding the members of 
the organization, particularly executives and 
supervisors. Failure to meet the budget in¬ 
vites a reprimand or even demotion. Success 
in meeting it brings rewards or at least smiles 
from management. 

In some companies, certain department 
heads try to gain the good will of top manage¬ 
ment by setting up an excessively tight 
budget. These executives have a fetish for 
making up a budget relatively lower than that 


of any other department of the company, and 
then trying to have expenses run far below 
estimated expenditures. Since cutting costs 
frequently means holding the line on wages 
and salaries, ill feeling is often created be¬ 
tween the employee deserving a raise and his 
immediate boss, whose hands are tied by the 
budget. 

Budgets often have considerable influence 
on the morale of employees who deserve in¬ 
creases in pay. Raises and promotions are 
supposedly given on the basis of merit. The 
immediate boss or supervisor initiates the 
request for an increase, but the recommenda¬ 
tion must be approved by a department head 
or other member of management who is 
budget conscious. He protects his budget 
figures by means of rules and procedures. In 
large companies, a great deal of red tape must 
be unravelled before a raise is finally ap¬ 
proved. 

Chris Argyris 11 made investigations of the 
impact of budgets upon front-line supervisors. 
This was a field study of three small plants, 
each with less than 1,500 employees. The 
plants manufactured both “custom made” 
products and products “for stock.” All three 
were unionized and the work covered the full 
range from highly-skilled to nonskilled 
workers. 

Argyris pointed out that some negative re¬ 
actions to budgets are perhaps inevitable: 

(1) Budgets are, first of all, evaluation instru¬ 
ments. Because they tend to set goals against 
which to measure people, they naturally are 
complained about. 

(2) Budgets are one of the few evaluation 
processes that are always in writing and there¬ 
fore concrete. Thus, some of the supervisors tend 
to use budgets as “whipping posts" in order to 
release their feelings about many other (often 
totally unrelated) problems. 

(3) Budgets are thought of as pressure de¬ 
vices. As such they produce the same kind of 
unfavorable reactions as do other kinds of pres¬ 
sure regardless of origin.. .the effects of manage¬ 
ment pressure upon supervisors is not necessarily 
limited to budgets. For example, a company 
“saddled" with a domineering executive but 
which has no budget may well be affected by the 
same factors as those reported. 

Argyris found that one of the most common 
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of the factory supervisors’ assumptions about 
budgets is that they can be used as a pres¬ 
sure device to increase production efficiency. 
The need for pressure is based on the assump¬ 
tion that most workers are inherently lazy. 
Many employees also believe that top man¬ 
agement thinks the workers do not have 
enough motivation of their own to do the 
best possible job. Such feelings, even if never 
openly expressed to the employees, filter 
through to them in very subtle ways. Once 
they sense that feelings of this kind exist in 
top management, they may become resentful. 

The pressure, while increasing efficiency, 
may also release forces that pull in the op¬ 
posite direction. Certain employees will try to 
keep production at the new level and to pre¬ 
vent it from rising again. Tensions begin to 
mount. People become uneasy and suspicious. 
They increase the informal pressure to keep 
production at the new level. 14 Of course, the 
employee can release some of his tensions by 
joining a group that opposes management. 
The supervisor cannot join because he at least 
partially identifies himself with management. 
He would not help his chances for advance¬ 
ment by joining an anti-management group. 

Some pressures are necessary. What the 
effects of pressure are in terms of produc¬ 
tivity, absenteeism, turnover, morale and the 
like will depend in part upon the business 
climate in which the company is operating. 
The management that follows the philosophy 
of "being nice” is likely to find that that at¬ 
titude is more appropriate for an organiza¬ 
tion that is coasting along than for the com¬ 
pany that aims at growth, expansion, and 
efficiency. 15 

Astute managements use intelligent ap¬ 
proaches to the problems of pressure. One of 
the approaches invariably recommended is to 
gain acceptance by having supervisors par¬ 
ticipate in the making of the budgets that 
affect them. Most controllers emphasize the 
need for participation of all key people in 
instituting any changes in budgets, plus the 
willingness on the controllers’ own part to 
revise their budgets whenever experience indi¬ 
cates it is necessary. Argyris’ observations 


indicated, however, that some controllers find 
it easier to follow the form than the spirit of 
participation. 

Generally, one reason for hostility towards 
existing budgets is the typical accountant’s 
tendency in reporting budgeted performance 
to show, and even to emphasize dispropor¬ 
tionately, what is wrong, without considering 
why variances occurred. The budget reporter 
should note first where actual performance has 
been significantly better than estimates and 
then mention what has fallen short of expecta¬ 
tions. Analysis of the latter should be cautious 
because the origin of shortcomings may be in 
factors not evident to the financial analyst. 

Ideally, budgetary controls should not be 
made nor appear to be made as edicts of ac¬ 
counting department experts nor as dragnets 
for substandard performance. They should be 
looked upon as aids in achieving objectives. 
Lack of understanding of these objectives can 
lead to suspicion of the budget—even to its 
unvoiced rejection. Top management should 
therefore state the objectives in a manner that 
causes employees to desire a budget that is 
reasonable and challenging. 

How Companies Acquire Good Climates 

Managements do not acquire a favorable 
climate by issuing directives or by hiring out¬ 
side experts to produce it. The orientation of 
the top executives must change. If, for ex¬ 
ample, the president is oriented in the direc¬ 
tion of spending most of his time and thinking 
to gain the good will of financial interests 
while he neglects his associates and subordi¬ 
nates, the climate is not likely to change until 
he takes a sincere interest in the members of 
the organization. In time, when he has solved 
the company’s financial problems, he will, if 
he wants to modify the climate, do so by con¬ 
centrating on giving the employees greater 
psychic income. He will organize programs 
and direct his colleagues in ways that will 
provide for the employees’ emotional par¬ 
ticipation in the business. He will treat all 
members of the organization as colleagues 
whom he likes. He will conduct himself in ac¬ 
cordance with high ethical standards and he 
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will hold employees to high work standards. 
The systems he installs will be backed up by 
his continuing efforts to work with his people. 
As someone has stated: “Today’s weather is 
tomorrow’s climate.” 

A top management that becomes concerned 
about the psychological climate may send its 
junior executives to special institutes to take 
management courses. This may help, but we 
cannot expect the effects of such training to 
change a company’s climate. Obviously, sub¬ 
ordinates cannot put into effect any new 
practices they learn which contradict those of 
their superiors. The middle-level man who 
learns sound principles in a course knows that 
it is unwise for him to do his work in a man¬ 
ner that is markedly different from what his 
superior has been accustomed to expect. Wise 
managements know that middle-level leader¬ 
ship of, say, the participative variety cannot 
function with top-level leadership of another 
variety, such as the authoritarian. The climate 
of an organization will not be changed by a 
few injections of some new philosophy of 
leadership. 

A good climate is more likely to develop 
when there is a normal growth pattern of 
structural changes in the organization. Rapid 
changes disrupt the climate. An organization 
may be rather loose-knit by design. After all, 
the structural organization is less important 
than its spirit. Frequent reorganizations that 
involve changes in executive responsibility 
tend to destroy the spirit. Structural changes, 
when made, should be minor, and evolve over 
the years. They should bend to the require¬ 
ments of growth, not be imposed suddenly. 
Climate is likely to be favorable when the 
company has a record of steady growth and 
a low percentage of executive and personnel 
turnover. 

Climate is developed when employees know 
that management is sincerely interested in 
their welfare. Every executive should spend a 
large part of his time in close individual con¬ 
tact with employees in regard to their work. 
Each employee should feel that the boss is 
interested in helping him to do his work, not 
merely inspecting him or his work. The func¬ 
tions of a supervisor are to evaluate the job 


the employee is doing and to help him do a 
better job. 

One clue to the extent that a management is 
vitally interested in employees as human be¬ 
ings is the company’s effort or lack of effort 
in finding jobs for capable employees in other 
organizations if management cannot, in its 
own company, provide opportunities that will 
use the employee to the full. Few employers 
follow this policy, and yet this policy not only 
attracts superior men but also causes many 
of those who have left to come back with 
experience and loyalty that could not be ob¬ 
tained otherwise. Some managements also 
assist laid-off employees in locating positions 
elsewhere. They do more than offer good 
wishes—they make vigorous efforts to help 
them find new positions. 

Another clue to the climate encouraged by 
a management is indicated by the way mem¬ 
bers of the organization preface explanations 
of new ideas. If they present them in an ex¬ 
tremely apologetic manner as “Now I know 
this sounds silly,” or “This is just off the top 
of my head,” the climate within the organiza¬ 
tion probably does not stimulate growth 
through individual initiative. An employee 
should voice respect for his colleagues but he 
should not have to apologize for an idea 
which he believes might be helpful. If execu¬ 
tives have indoctrinated subordinates with the 
dictum, “Don’t open your mouth until you are 
sure of what you are saying,” they are pro¬ 
moting second-guessing rather than original 
thinking. The test of an idea is to see it in 
action. The employee who presents only sure¬ 
fire ideas is not a creator—only a describer 
of old ideas. 

The company that has a good psychological 
climate is likely to have many executives who 
are always accessible to the employees. Em¬ 
ployees can easily identify themselves with 
them because they are true leaders who prac¬ 
tice participative methods. Men of good 
adjustment and good will usually enjoy and 
contribute to the positive psychological cli¬ 
mates wherever they go. They tend to rise 
above the negative aspects of an environment 
and, in so far as they can, they help to bring 
about a better climate. 
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PROJECTS 


1. Describe the climates you have experienced 
in classrooms, living centers, departments, or 
companies. Were certain individuals key in¬ 
fluences? If the climate changed in the course 
of time, was it because key individuals or 
members of the group left and were replaced? 
Did the climate really change or did your re¬ 
actions to it change? 

2. When you enter the business or some other 
work world, what factors will you try to note, 
factors that affect the climate? Apply your 


thinking to a possible visit to a university 
campus in order to do graduate studies there. 

3. When a person enters a new group, should he 
try to modify or contribute to the existing 
climate? Should a contributor be more tactful 
than a noncontributor? 

4. Very few checklists or rating scales are now 
available for evaluating the psychological 
climates of companies. Prepare a rough draft 
of such a proposed scale. 
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CHAPTER TWENTY 

GROUP DYNAMICS 
IN INDUSTRY 


The behavior of each worker takes place 
in a social context. Researches have demonstrated the importance 
of recognizing the group dynamics and the individual group 
member's expectations. The potentials 
for action within the individuals of the group can be utilized in order 

to build an effective work team. 
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industrial psychologists and members of 
management have, in the main, concentrated 
their efforts on the individual. Many psycho¬ 
logists in industry have confined themselves 
to such activities as interviewing, testing, rat¬ 
ing, and counseling the worker. Management 
men, too, have thought in similar terms. Of 
necessity, the individual always will be a 
focus of interest to both the psychologist and 
the executive. 

Until recently groups of employees have 
been considered mainly as work units, and 
employee relations programs have been con¬ 
cerned with wage payment plans, unionization, 
company-sponsored social affairs, and recrea¬ 
tional programs. All of these relations of 
management to employees as a group or 
groups are pertinent to good morale and 
productivity. Investigations have shown that 
they are not in themselves, however, sufficient 
to assure either good morale or high produc¬ 
tivity. It has been found necessary to consider 
the function of the group in other aspects of 
the work situation. 

Considerable research is now being done 
in industry and in the military concerning 
factors that influence work carried out by 
teams rather than by individuals only. Team 
members must be able and willing to antici¬ 
pate the expectations of other members as 
well as make their own needs known to them. 

Within the group are certain powerful 
dynamics such as the degree of cohesiveness 
or the extent to which members of the group 
stick together as a team in order to attain 
their objectives. The psychological climate, 
the extent to which employees participate in 
making decisions about their work, the role 
of the leader, and the attitudes of workers 
toward the group are examples of the kinds 
of influences that currently are being studied 
in the area of group dynamics. 

Historically, the growing interest in group 
dynamics can be dated from the research 
studies made by the Harvard investigators 
in the Hawthorne plant of the Western Elec¬ 
tric Co. These studies began in 1927 and 


lasted five years. The stated aim at the 
time was to find "the relation between condi¬ 
tion of work and the incidence of fatigue and 
monotony among employees.” 1 

Temperature, humidity, and hours of sleep 
were to be studied to learn the effects of 
these factors on output. As the experiment 
progressed, it was discovered that productivity 
is influenced by a wide variety of factors 
including attitudes, motives, interpersonal re¬ 
lations, and strong forces from within and 
without the group itself. 

Some of their first experiments dealt with 
the introduction of unaccustomed rest pauses. 
Later, variations were made in length of 
working days and weeks. The wage incentive 
was also considered as an influence on output, 
but the investigators concluded that the wage 
itself was not adequate to account for output 
changes. 

Social Rolatlonshlpi In a Factory i 
a Study of an Industrial Group 5 

The most provocative aspects of these 
experiments have been described by White- 
head and are here summarized as follows: 

In a special test room designed for the 
experiment, five girls assembled telephone 
relays at a work bench. Trays containing 
parts for assembly were opposite them. A 
sixth girl procured necessary parts for the 
assemblers and performed other routine 
duties. A male supervisor and one or two 
assistants sat facing the assemblers. The 
supervisor in charge obtained and kept numer¬ 
ous records relating to quality of output, 
reasons for temporary stops, length of time 
spent in bed by each girl every night, periodi¬ 
cal medical reports of their physical condi¬ 
tion, and other factors. Room temperatures 
and relative humidities were taken hourly. 
The supervisor and his assistants made ex¬ 
tensive daily notes of conversation and of 
the relations developing among the workers. 
The workers were also occasionally inter¬ 
viewed in a separate room by an experienced 
interviewer. Furthermore, an automatic 
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Average weekly output oI five workers o tumbling telephone relays. who received much individual 
consideration under o variety of wort conditions. The following jummoty describes the various 
"periods" of wort.- 



Duration 

Period in Weeks Description 


1 

2 
2 
•i 

5 

6 

7 

8 

10 

11 

12 
13 


2 In regular deportment 

S Introduction to test room 

8 Speciol "gang " role 

S 2 5-minute rest periods 

4 2 K)-minute rest periods 

4 6 5-minule rest periods 

11 15 minute morning rest with lunch 

7 Some os 7, but with 4:30 stop 

4 Some os 7. but with 4.00 slop 

12 Some os 7 

0 Some os 7, but 5-doy wee* 

12 Some os 3 Ino lunch or restI 
36 Some os. 7. but operators furnish own 
lunch 


In this study attending for more thon two yeort, o group oI workers were placed with usual equip¬ 
ment in a seporote room, shown friendly individual consideration, ond repeatedly interviewed re¬ 
garding their opinions of vorious incentive conditions thot were being investigated. The noteworthy 
thing it that regardless of the incentive or the work conditions introduced, output continued to in¬ 
crease I As on outgrowth oI this study, the company hos since instituted o plan of widespread 
interviewing of individual workers—Doto from Ellon Moyo. "Supervision ond Morole." Human 
Factor, VoI. 5 II93II. pp. 248-260. Chon and comment on Moyo s doto token from Sidney L. 
Pressey. J. Elliott Jonney. ond Raymond G. Kuhlen. Ufa: A Psychological Survey (New York: Horper 
A Row. Publishers. 19391. pp. 542-543. 


device recorded, to a fraction of a second, 
the instant at which each girl completed each 
assembled relay. Hence, a minute-to-minute 
record of output with supplementary informa¬ 
tion was available for each girl over a five- 
year period. 

When the production of each worker was 
charted in graphic form, it was found that 
wave-like irregularities were exhibited by each 
graph. Some of the waves lasted for months; 
others only a week or two. The output figures 
also showed that similar irregularities oc¬ 
curred with durations of as little as a minute 
or two. 

At first it was supposed that these varia¬ 
tions in working speed might be related to 
the experimental changes deliberately in¬ 
troduced, or possibly to other changes in 
physical circumstance such as temperature 


or the worker's physical state. However, care¬ 
ful analysis of the data showed that ir¬ 
regularity in output failed to correlate with 
any known changes of physical circumstance. 

When this negative conclusion was reached, 
the researchers next considered changes in 
the girls' social relationships. Study along 
these lines produced positive results. It was 
found that speed of work varied markedly 
with changes in the sentiments entertained 
by the workers toward each other, toward 
their supervisors, and toward the group. A 
social history of the test room from 1927 to 
1932 offered an explanation of the major 
fluctuations found in the graphs. 

Certain graphs showed an average increase 
in speed of about 30 per cent. The curves 
were not learning curves, because all the 
workers had had several years experience in 
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the work before they came into the test 
room. The plateaus and spurts in output were 
decidedly suggestive, and analysis showed 
that: 

... It was the organization of human relations, 
rather than the organization of techniques, which 
accompanied spurts in these cases. This illustrates 
the futility of attending exclusively to the eco¬ 
nomic motivation of workers, or to their physical 
conditions of work. These things are of high im¬ 
portance; but no group of workers can be ex¬ 
pected to remain satisfied, or cooperative, unless 
their social organization and sentiments are also 
protected at the working level. 3 

As the experiment progressed, the girls 
developed common interests and loyalties. 
The girls took their discipline out of the 
hands of the supervisor and supervised them¬ 
selves. For example, when a girl wished to 
have a half day’s leave she had to obtain 
permission from the supervisor. However, the 
girls themselves developed a custom whereby 
no girl could ask for such leave unless the 
group approved the request. 

In general, the output of individual work- 
eis was directly related to their sentiments 
toward each other. The feelings of approval, 
antagonism, and indifference toward each 
other influenced their individual variations 
in output. One of Whitehead’s final generaliza¬ 
tions was the following: 

Perhaps the main conclusion to be chosen from 
this type of analysis is the vital importance of 
human relationship as a factor in the motivation 
of an industrial group, and in its ultimate 
stability. The logical motive in economic activity 
is financial; and endless ingenuity has been ex¬ 
pended in devising schemes of payment, designed 
to secure a maximum of employee satisfaction 
and efficiency. But, in the last analysis, buying 
power is largely a means for satisfying social 
sentiments; and money incentives will never 
secure a full measure of activity and content¬ 
ment until firms are organized with greater 
regard for the social stability of their own work¬ 
ing groups, at the working level * 

The same company conducted an experi¬ 
ment with fifteen young men who did wiring, 
soldering, and inspecting of electrical ap¬ 
paratus, and obtained quite different results 


from those found in the experiment with the 
women workers. 

Nine wiremen were organized in three 
groups of three men. Each group of three 
wiremen had one solderman. Two inspectors 
judged the work of these twelve men, and 
one supervisor was in charge of the fourteen 
employees. All fifteen men worked together 
in a small shop. Payment was on the basis 
of group piecework. Within the group, the 
supervisor had the highest official status, the 
inspectors ranked second, the nine wiremen 
third, and the three soldermen lowest. How¬ 
ever, a more elaborate social organization soon 
developed. The group split into two cliques. 
These cliques were not divided according to 
the social status levels but cut across one of 
the wiring groups and across the various oc¬ 
cupations. Each clique had its own leader. 

The customs that developed within the 
group related mainly to the organization and 
performance of the work. Output and per¬ 
formance of the work were soon controlled 
through the customs which developed among 
the men. Certain levels of output from each 
individual were decided upon and controlled 
by the men themselves. They maintained their 
output at the levels they determined through 
breakdowns, interruptions, and other behavior 
that wasted time. If any worker indicated 
that he was exceeding his allowance of work, 
he was “disciplined” by the others. The 
supervisor, too, was more or less forced to 
accede to the workers’ control. The control 
of output which was exercised by the workers 
was largely for the purpose of protecting the 
group from managerial interference. They 
jealously guarded what they believed to be 
their rights and privileges as workers. In 
short, the workers were not protecting them¬ 
selves against economic injustice but against 
social ignorance on the part of management. 

The contrasting results of the experiment 
with the two groups of workers of the same 
company, the five girls versus the fifteen 
men, cannot be attributed to a sex difference 
but rather to the fact that the girls’ group 
ways and sentiments were integrated to a 
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much greater extent with the economic pur¬ 
poses of the management. 

One lesson revealed and emphasized by the 
experiment with the fifteen men is that the 
administrator should appear to the members 
as one who is guarding and developing their 
life and the emotional character of their 
group, rather than representing only the eco¬ 
nomic policies and wishes of the management. 
The men resisted outside threats to the 
character of their group. This suggests that 
an executive should not only promote the 
efficiency of his employees but should also 
guard and develop their social sentiments 
toward each other. 5 

Effects of Western Electric Company’s 
Experiments on Thinking about 
Human Relations in Industry 

The result of these experiments was to 
force later investigators to pay more atten¬ 
tion to the attitudes of workers, to the role 
of the work group, and to study the social 
organization within the factory situation. The 
experiment showed that the strength of the 
work group was more powerful than the 
wishes of management. The group often 
operated quickly and effectively to protect 
itself from violations within the group as 
well as from the outside. 

When it wished, the group restricted the 
output of its individual members by means 
of ridicule and ostracism. 

When reports of these researches were 
published, thinking about industrial problems 
was improved. Productivity was no longer 
assumed to be solely an effect of changes in 
illumination, physical fatigue, hours of work 
or pay. Supervision became recognized as a 
more important factor in output. 6 

New methods of measuring the network of 
relations among individuals within a group 
were developed by researchers. 

The most important change that occurred 
after this series of experiments in the Western 
Electric Company was that a large number 
of men, trained in the fundamentals of psy¬ 


chology, turned their researches toward 
groups at work. These psychologists enlarged 
their thinking about industrial problems above 
the traditional tests and individual differences 
approach to the more meaningful studies of 
adjustment, motivation, and psychological ties 
among individuals as members of functioning 
groups. Many men contributed to this de¬ 
velopment; one who deserves particular atten¬ 
tion was J. L. Moreno. He found ways of 
identifying the kinds of bonds that exist 
between group members. His sociometric 
technique maps these relationships, for ex¬ 
ample, by having each member list the per¬ 
sons in the group whom he likes most and 
those whom he likes least. The reactions that 
hold accepted members in the group and 
those that tend to expel rejected members 
can be diagrammed. 

Tho Sociometric Technique 

This technique which J. L. Moreno devised 
is a method of studying relationships that 
exist between persons within groups. This 
procedure, and modifications that have been 
tested by other psychologists for measuring 
the amount of group organization and the 
interplay of personalities within groups, is 
known as the sociometric test. 

Its purpose is to analyze a person’s rela¬ 
tionship to other members of a group. At the 
same time certain facts about the group are 
clarified, such as to what extent it is cohesive, 
whether there are cliques and cleavages, and 
who the dominant personalities are. Bronfen- 
brenner defines the sociometric test as a 
method for discovering, describing, and 
evaluating social status, structure, and devel¬ 
opment through measuring the extent of ac¬ 
ceptance or rejection among individuals in 
groups. 7 

It must be emphasized that only a test 
that tries to ascertain feelings of group mem¬ 
bers toward one another and to ascertain 
them in respect to the same criterion (that 
is, for a concrete situation in their group life) 
can be called sociometric. The feelings and 
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attitudes of the testees are of prime import¬ 
ance, as it is on them that validity of the 
whole test rests. 

In order to make a sociometric test, all 
members of a group are requested to select 
a certain number of persons whom they want 
to associate with in the context of a particular 
situation. Ideally, subjects participating in the 
test should have some reason for expressing 
their interpersonal likes and dislikes truth¬ 
fully. Their choices should, in some way, 
affect their lives. For example, if all testees 
are living in assigned quarters, they might be 
informed that their choices will be the basis 
for reassignment in accordance with their 
own preferences instead of the convenience 
of the assigning authority. It is reasoned 
that, if the subjects are given the opportunity 
to improve their own life situations through 
the test, their choices will be truthful and 
the test will not incur the odium commonly 
felt for a test. 

After choices have been made by each 
group member, they are calculated and 
charted, and a definite pattern of group and 
subgroup formation can be observed. The 
fact that some members are highly regarded 
and desired by many members emerges. 
These much-chosen individuals are the “key" 
individuals. They are in many situations also 
the actual leaders; in some cases they are 
not. But they usually are the ones whom 
the leader must attract and direct in order to 
exercise influence and attain power. Other 
members may be chosen by no one. These 
are the “isolates.” Between these two ex¬ 
tremes are many intermediate statuses. For 
example, one individual is chosen by one 
person and himself chooses that same person. 
In other cases a person chooses only one 
person and that person does not choose him. 
Obviously, in the latter case, such persons 
are not wanted by others as colleagues in the 
situation for which the choices were given. 

Thus the cohesiveness of a group in its 
interpersonal structure can be tested. If 
many group members are linked in mutual 
chains of preference forming a network to 


which the large majority of members are 
connected, a fairly cohesive group exists. 

By classifying an individual in relation to 
others on the basis of his associates’ opinions, 
his importance as a unit in the group is 
measured, and his part in the sociodynamic 
situation in which he lives for at least part 
of the time can be evaluated. Inevitably the 
individual acts upon the group of which he 
is a member, and the group acts upon him. 
Thus the extent to which he accepts the group 
and the group accepts him determines whether 
individual growth and constructive group 
activity will be encouraged, or whether mem¬ 
bership in the group will militate against good 
adjustment of both individual and group. 
As Bronfenbrenner has stated: “The socio¬ 
metric test, while it may show where people 
stand in the group, does not indicate why 
they are placed there. In other words, a 
person may be the ‘star’ or 'isolate' for a 
wide variety of reasons—some of them good, 
others bad. The natural tendency to interpret 
rejection as an indication of unsatisfactory 
adjustment and wide acceptance as signifying 
superior social relationships is therefore not 
always justifiable.” 

Different experimenters have employed 
varied techniques in the testing situation* 
Some have set no limit on the number of 
choices allowed group members, and some 
have allowed expressions of rejection in addi¬ 
tion to expressions of choices. Some have 
retested the same group after an interval of 
several months in order to ascertain the 
extent to which choices remain the same 
over a period of time. 

While doing sociometric work for the Navy 
during World War II, Jenkins formulated 
the nominating technique. Although it is 
similar to all sociometric methods, it is 
particularly adaptable to solving the problem 
of selecting suitable industrial leaders. 

Under Jenkins’ direction, members of a 
group made four selections apiece. Each 
named two persons, inside or outside the 
immediate group, with whom he most pre¬ 
ferred to work. He also named two with 
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whom he most disliked the thought of work¬ 
ing. 

Modifications often are made in the method 
by framing the question in accordance with 
what is desired to be learned, e.g., “Who, in 
the group, would be the best foreman?” 
Number of choices allowed each person also 
varies in accordance with the purpose of the 
experiment. 

Results are graphically illustrated by rep¬ 
resenting each group member as a circle and 
a number. An arrow is drawn from the circle 
representing the chooser to the circle repre¬ 
senting the one chosen. When all choices have 
been charted it will usually be apparent that 
one person is chosen more often than others. 
“Isolates" and “mutual admiration societies” 
appear also by this modification of the original 
Moreno technique. Cliques and cleavages 
within the group are also exposed. The figure 
on this page is a sociogram. 

Little imagination is required to envision 
how useful this method might be in choosing 
a leader. He would be the most highly re¬ 
garded, thus the one likely to get greatest 
cooperation . 9 

Although leaders of social groups in our 
culture are usually chosen by the group of 
which they are a part, this is not true of 
leaders in industry. Leadmen, foremen, 
superintendents are usually selected by some 
person or group in authority. The desires of 
the group which is to be led or supervised 
are not of prime importance, although the 
chosen leader must not be so unacceptable 
to the group that he will be ineffective in the 
leadership role. The fact that leaders and 
supervisors in the work situation are not 
chosen by the group as they are in social 
situations contributes to much of the jealousy 
and divided loyalty found in industry. This 
is accentuated when leaders are seemingly 
arbitrarily appointed or removed. As already 
stated, leadership is a function of the group. 
The leader must fulfill the needs of the group. 
If the group has mental reservations about its 
leadership, it will probably not operate with 
optimum efficiency. If, in addition, there is 


petty feuding and overtly expressed discon¬ 
tent, all possibilities of a smooth-functioning 
unit may be disrupted. 

Snags of this type of tension arise when, 
for reasons of economy, the number of super¬ 
visors is reduced. For example, the foremen 
in a certain industry were told to reduce the 
number of leadmen (foremen’s assistants). 
Accordingly, one foreman assigned two of 
his leadmen back to their old jobs as mechan¬ 
ics. He explained to them that they had been 
selected for demotion because they had less 
seniority than the other leadmen in the de¬ 
partment. One of the demotees continued to 
help the men who formerly had been under 
him. They wanted him to do so and he was 
pleased. The leadman to whom these men 
had been newly assigned was delighted with 
the help. However, when the demotee asked 
the foreman for a raise and was refused, he 
became antagonistic toward the foreman, and 
his ex-subordinates imitated his attitude. The 
foreman met this antagonism by staying 
away from the clique. 

Van Zaltt's Use of Soclometrlc 
Procedures In a Study of 
Construction Workers 

The building trades are particularly well 
adapted to a study by sociometric procedures 
because they are not subject to the same 
limitations that are typical of mass industry 
where a regrouping means that a worker must 
learn an entirely new job. The subjects of 
this study by Raymond H. Van Zelst were 
four total work groups: a carpenter group of 
twenty members, another carpenter group 
of eighteen members and two separate groups 
of bricklayers, each having sixteen members. 
These men were working on the same housing 
project, but were split into two separate 
groups by a highway running through the 
middle of the site. In housing construction 
the foreman normally assigns men arbitrarily 
to work crews, but in Van Zelst’s study the 
men were asked to indicate their first, second 
and third choices as to preference for team- 
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mates. The foreman assigned workers into 
these new groups, respecting each man’s 
choices as far as possible. 

The graphs on page 413 show the results 
in terms of costs. The savings in both mate¬ 
rials and labor are quite evident. Further¬ 
more, the men liked the new system much 
better than the old. 

Van Zelst found that using sociometric 
procedures resulted in increased satisfaction 
for the worker and greater financial returns 
for management. The company's chief con¬ 
struction engineer in his report to manage¬ 
ment stated: 



Sociogram obove shows o work group oI eighteen cor - 
penlers. from data collided by Raymond H. Von Zelst. 
Each circle represents one man. Each member oI the 
group was requested fo nominate the three men with 
whom he would most like to work. A/rows indicate the 
direction of choice, broken lines indicate one-way prefer¬ 
ences. solid lines indicate mutual choices. Total number 
of votes for each individual is shown in the circle. "R" 
chose " N." " K,“ and " P." " R" is an isolate because 
no one chose him. Raymond H. Van Zelst. "An Inter¬ 
personal Relations Technique for Industry." Personnel, 
American Management Association, July 1952, pp. 68—77. 


...savings due to this psychological procedure 
have exceeded those of any previous work saving 
device or any combination of five previous work 
saving methods. Financial benefits are such that 
we are now constructing every 29th building 
entirely free from labor and materials costs. 
Even greater financial gains would occur were it 
possible to evaluate monetarily savings due to 
the great reduction in turnover... .‘0 
The level of group output was definitely 
superior after the regrouping. At no time 
during the experiment did actual costs even 
approximate previous costs or the engineers’ 
estimates. The decline in production costs 
was probably due to the success of improved 
technique for the incorporation of isolated 
and newly hired workers into the work force. 

Careful employment of human relations 
procedures increased the worker’s sense of 
belongingness and molded worker and man¬ 
agement together into a mutually satisfied 
group solidarity. There was less turnover. 
The men seemed more satisfied with their 
job and work situation. The end result of 
this study was a happier and more productive 
worker and a reduction in total production 
costs by 5 per cent. 

The way the workers felt was summed up 
by one of the men: 

“Seems as though everything flows a lot 
smoother. It makes you feel comfortable work¬ 
ing—and I don’t waste any time bickering about 
who’s going to do what and how. We just seem 
to go ahead and do it. The work’s a lot more 
interesting too when you’ve got your buddy 
working with you. You certainly like it a lot 
better anyway.”” 

The methods of sociometry permit the 
worker to express his needs and interests. 
He can determine to his advantage his part 
in the social structure of the group in which 
he operates. 

Sociometric measures reflect meaningful 
personality variables which can be reliably 
measured in terms of observable behavior. 12 

Educational level and intelligence have 
been found to be unrelated to sociometric 
ratings. Interestingly, they are also unrelated 
to factors such as frequency of sick bay 
visits as indicated by a study of 81 Marine 
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Corps officer helicopter pilots. However, 
sociometric ratings of pilot proficiency, of¬ 
ficer-like qualities, and social acceptability 
related to frequency of sick call visits, with 
those having the lower sociometric ratings 
being the most frequent sick call visitors . 1 J 

Sociometric techniques are expecially useful 
in supervisory selection, assigning of buddy- 
workteams, and for selecting maladjusted 
employees for counseling. They are used in 
certain researches on the informal organiza¬ 
tion of a company to determine the traits of 
successful and unsuccessful leaders. 

George F. F. Lombard and his group of 
researchers made a study of interpersonal 
relations in the children’s wear department 
of a modern department store . 14 The investi¬ 
gation revealed numerous misunderstandings 
and misevaluations on the part of supervisors 
and buyers. From the standpoint of group 
dynamics one interesting finding was that the 
older salesgirls often tried to mother and to 
help the junior executive who resented the 


older salesgirls for their better knowledge of 
the business. 

Employees often develop supportive rela¬ 
tionships toward members of the group. They 
do this without direction from management. 
One of the oft-cited examples occurred in a 
study of organizational structure in British 
coal mines. The researchers found two types 
of organization in very similar coal mine 
situations. 

One kind of organization was the tradi¬ 
tional variety in which jobs were broken down 
into small bits and each person was told what 
to do. He then performed his work repetitively 
and was rewarded directly for the amount of 
performance. 

The other kind of organization was a more 
flexible one that had been evolved by the 
workers themselves. 

Several important differences in perform¬ 
ance were found but especially significant 
were the differences in accident rates. In the 
flexibly organized mine, the accident rate 
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dropped by more than half. This, however, 
was not because of a difference in the safety 
programs. Nor was it caused by special pro¬ 
paganda or directed discussions by manage¬ 
ment. The researchers concluded that what 
happened was that, in the flexible type of 
organization, the miners felt a higher degree 
of personal security on a dangerous job be¬ 
cause they were in a work group that would 
move around and help them if they got 
into trouble . 15 

Informal Groups and Factional Loaders 

Employees normally develop certain inter¬ 
personal work relations which management 
has not specifically planned. They borrow 
tools from each other, give or withhold in¬ 
formation to certain associates, counsel cer¬ 
tain fellow workers, and they associate with 
some employees and ignore others during the 
non-work hours and days. They are attracted 
to some and repelled by other employees of 
the job environment. As a result of these 
and other influences, cliques develop. 

Some managements who discover the pre¬ 
sence of strong cliques try to overcome their 
influence by transferring clique members to 
other departments. Other managements accept 
them and try to align them toward company 
goals. Factional leaders can be utilized to 
accomplish ends of benefit to the group and 
to related larger groups. Generally, most man¬ 
agements accept the fact that cliques exist 
and cannot be ordered to disband even though 
they may be gradually weakend. 

In nonunion plants, the cliques are watched 
in order to see whether a clique is becoming 
the nucleus of a formal union that will spear¬ 
head group hostility to management. If such 
cliques are developing, it usually means that 
management has failed in its communication 
responsibilities. The employees have not been 
given a participative relationship with man¬ 
agement. Progressive managements therefore 
avoid making abrupt changes which affect the 
social organizations of the employees. Changes 
are planned to enlist the support of the 
cliques. 


The factional leader is looked to as the 
informal leader. To some extent he functions 
as a “big brother" in a family setting. He is 
expected to get action or follow through with 
the supervisor on problems or wishes of the 
group. He is an unofficial spokesman. Giving 
him special status symbols will add to his 
position as the informal leader. 

The foreman who is socially alert realizes 
that he must get spontaneity of cooperation 
through the informal groups and their leaders. 

If he ignores their existence because they are 
not mentioned on the organization charts, he 
will become the victim of extra resistance. If 
he introduces technical changes or new 
methods of work without any attention to 
their effects on group relations, he will find 
that his employees are likely to develop man¬ 
nerisms and attitudes which indicate that they 
harbor the feeling that they are being "pushed 
around." Those who have the feeling invari¬ 
ably discover ways of pushing in the opposite 
direction to that desired by management. 
They can slow down the production rate, lose 
tools, damage equipment, or “forget” to per¬ 
form tasks which they would ordinarily 
perform. 

The discerning foreman or executive utilizes 
the factional leaders in his group and thereby 
prevents the development of antagonistic 
cliques. He eliminates opposition by integrat¬ 
ing the factional leaders into the life of the 
larger group. 

The Pecking Order 

We are all familiar with the term, “hen¬ 
pecked,” in its more humorous usage. Recent¬ 
ly, new and more serious implications have 
been found in henpecking. Perhaps it is easiest 
to study henpecking in its natural back¬ 
ground, the chicken coop. 

In a flock of chickens, or in any group of 
animals, there is a hierarchy of leadership and 
power . 16 Among chickens, the strongest and 
most powerful hen or rooster peck their sub¬ 
ordinates into obedience. The second hen in 
command pecks all other hens except the 
leader, and the third hen pecks all but the 
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other two. This hierarchy descends downward 
to the last hen who is the weakest and least 
attractive, and who, unfortunately is pecked 
by all the others, and has no one below her 
to peck. The pecking order, as it is called, is 
the outward sign of a hierarchy which brings 
with it many privileges. The highest rooster 
or chicken in the pecking order has his choice 
of food, water, roosts, etc. 

The hen will not mate with a rooster who 
is below her in the pecking order, and con¬ 
sequently, those males who rank highest in 
the pecking order are usually those that sire 
the most chicks. Even if the males are not 
sexually aggressive, they will prevent the 
lesser males from mating. Hens who rank high 
in the pecking order, unfortunately, mate less 
than their subordinates. The hen who is the 
leader of her flock, apparently is not willing 
to submit to a male when she is used to being 
the dominant figure in her relations with 
others. 

The pecking order is not restricted to 
chickens alone. We see examples of it in other 
species. In most organizations, formal or in¬ 
formal, there is usually a hierarchy in which 
some individuals exert their influence over 


those below them. In groups of children we 
can see the pecking order at work; perhaps 
without even realizing it, the children have 
a leader who dominates them, a second in 
command and so on. The subordinate children 
give their tacit assent to the leadership of 
the others. 

Aggression often occurs as an aspect of the 
pecking order. We see one child suddenly 
turn on another for no apparent reason. 
Often, this happens because the aggressive 
child was merely asserting his dominance and 
rank in the pecking order over the other 
child. 

We usually think of aggression as rising 
from frustration. However, aggression can also 
rise spontaneously—without apparent cause. 
Usually this latter form of aggression is 
brought about by a need to assert one’s 
dominance over others and to bring oneself 
into a closer personal contact with them. 

Cohesiveness of a Group Does Not 
Assure High Productivity 

The Institute for Social Research, Univer¬ 
sity of Michigan, has made outstanding re- 
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search investigations which have thrown new 
light on group dynamics in industry. One 
approach has been to study the characteristics 
and performances of high-producing and low- 
producing work groups. In one series of re¬ 
searches the degrees of cohesiveness of dif¬ 
ferent work groups were studied by asking 
each employee questions like: "Would you 
rather remain in this work group than move 
to another one even if you can get the same 
pay and do the same kind of work?” 

Strangely, one of the findings from the 
study of cohesiveness has been that the cohe¬ 
sive work groups produced on the average the 
same as the groups that were not cohesive. 
Some of the closely-knit groups showed both 
very high and very low extremes of produc¬ 
tivity. Robert Kahn, director of this program 
of research for the Institute, found that one 
characteristic of the cohesive work group is 
that the individual workers in it will tend to 
produce at the same level. Group ways of 
regulating production take over. The level of 
production that is chosen by the group is 
influenced by several factors; one that is 


especially important is the supervisor. Re¬ 
searches usually indicate that there is a 
greater relationship between supervisory atti¬ 
tudes and productivity than between group 
attitudes and productivity . 17 

Think of it this way: a group can get together 
tightly and stick together for a lot of reasons. 
One is in response to some external threat or 
against some external enemy. We’re certainly 
familiar with this at the national level. Some¬ 
times the group gets together and forms this 
kind of alliance in defiance of the foreman, and 
for the express purpose of frustrating the com¬ 
pany's goals. But we also know that some of 
the tightest groups are put together when the 
effort is not to frustrate the organization’s goals 
but to achieve them. The athletic team, for 
example. So there are two important kinds of 
cohesive work groups. One is the kind where it 
is the group against the foreman. The other is 
the kind that has developed, not apart from the 
foreman, but including the foreman, and he may 
even be the leader who has had the skill to 
bring the thing off. 18 

The relationship between cohesiveness and 
productivity is complex. Seashore’s investiga¬ 
tion of the question also indicated that highly 
cohesive groups had either high or low produc¬ 
tivity. The direction of this deviation was 
related to the perceived supportiveness of the 
larger organization. 1 * 

We do not as yet know all the factors that 
cause a group to be either nonproductive or 
highly productive but we do know that under 
certain conditions, some groups restrict their 
production while others increase it. Let us now 
consider some findings regarding restriction. 

Group Restriction of Production 

Obviously, the attitude of the individual 
worker toward the amount of work he should 
produce is often influenced by the group with 
which he works. The Western Electric Com¬ 
pany experiment with the fifteen men who 
did wiring, soldering, and inspection indicated 
what every production executive knows, 
namely, output and performance of the indivi¬ 
dual worker are often controlled by what the 
group members believe to be fair. The effect 
of such social influence on the workers is 
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illustrated by the figure on this page. In this 
case, the output of a girl increased greatly 
when group pressure was removed. As stated 
by Lippitt from the study by Coch and 
French at the Harwood Manufacturing Com¬ 
pany: 

We see the day-by-day production curve of 
a girl belonging to a work group with a group 
production level of SO units per hour represented 
by the dotted line. On the 11th and 12th days 
her production began to rise noticeably above 
the group standard and when she on the 13th 
day, hit standard production of 60 (a psychologi¬ 
cally very important deviation for the other 
members) she became a scapegoat of the group 
with a great deal of social aggression directed 
toward her. Under this pressure her production 
decreased toward the level of the other group 
members. After 20 days the work group had to 
be broken up and the members transferred to 
various other units. The scapegoated operator 
remained on the same job, alone. As can be 
seen, her production shot up from about 45 to 
96 units per hour in a period of 4 days. Her 
production stabilized at a level of about 92 and 
stayed there for the remainder of the 20 days. 
Clearly the induced forces on behavior from a 
strong subgroup may be more powerful than 
those induced by a progressive friendly manage¬ 
ment, and by personal needs for economic 
reward. 20 

Evidence that the group influence often 
restricts the production of the individual 
members is available in almost every factory, 
but we should not assume that the group in¬ 


fluence is restrictive only. Sometimes it aids 
productivity very decidedly. This has been 
proved by several laboratory experiments 
where group members participated whole¬ 
heartedly in the solution of complex problems 
such as code problems. Group effort was 
found to be more productive than solitary 
effort. 21 The benefits of group participation 
are pronounced when problems require origi¬ 
nality, insight, and the rejection of incorrect 
ideas. 

We now know that a modern factory is a 
social enterprise. The worker comes there not 
only to earn money but also to be recognized 
as "one of the fellows." To be so recognized 
he must conform to the group’s standards of 
conduct and as to what constitutes a fair day’s 
work. If his output exceeds the group norm, 
he becomes known as a “ratebuster.” In some 
plants this kind of nonconformist is likely to 
have narrow escapes from accidents, his wife 
may be given the silent treatment when she 
goes shopping, and his children may lack play¬ 
mates. While he is at work, his machine may 
be broken so often that he cannot earn a 
normal rate of pay. 

On the other hand, if he is accepted as a 
regular member of the group, he will be given 
aid by his fellow workers when he needs it. 
This aid may even extend to allowing him to 
earn extra take-home pay during an emer¬ 
gency such as illness in the family. Such a 




418 


GROUP DYNAMICS IN INDUSTRY 


concession is, of course, only temporary.” 

Job satisfaction is related to the integration 
of the work group. The greater the degree of 
integration of work teams, the higher the level 
of job satisfaction. This is especially evident 
in studies of railroaders and miners where the 
nature of the work requires much interaction 
of group members. However, in assembly 
operations as in meat packing and automobile 
manufacturing, the technological structure is 
such that the majority of the workers perform 
their operations individually. The man on an 
assembly line can talk only to the man in 
front of, behind, and across from him. There¬ 
fore, few stable work groups develop. Worker 
satisfaction in such an industry is likely to 
be less than in railroading, mining, or steel 
making where social integration is likely to 
be an essential to the performance of the 
work.” 

Participation as a Factor In Productivity 

The importance of participation by the 
individual in those matters which are im¬ 
portant to him and of the participation of the 
individual in the group life has been revealed 
in numerous researches in group dynamics. 

One of these is the Western Electric Com¬ 
pany study. Other studies have revealed the 


influence of interpersonal relationships in em¬ 
ployee productivity. An industrial organiza¬ 
tion is a social unit, governed by laws of social 
interaction. Good personnel management in¬ 
cludes recognition of the individual as well as 
the social structure among the employees. 
This kind of recognition has been investigated 
at the Harwood Manufacturing Company, 
Marion, Virginia, under the direction of Dr. 
Alfred J. Marrow, president. When he was a 
graduate student in psychology, Marrow came 
under the influence of Dr. Kurt Lewin, one 
of the pioneers in the study of social psy¬ 
chology in industry. 24 

A significant study, made by Coch and 
French in the Harwood factory, indicated the 
importance of member participation in the 
setting and accepting of new work standards 
upon transfer to a new type of job. For the 
simplest type of job in the plant, the average 
learning time for beginners was five weeks. 
Yet when experienced operators were trans¬ 
ferred to this same type of job, 38 per cent 
required an average of eight weeks to reach 
standard production. The remaining 62 per 
cent either became substandard operators 
(regardless of their record before transfer) or 
quit during the relearning period. Further¬ 
more, there was marked resistance to transfer, 
expressed in grievances about the standards, 
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restriction of output, and aggressive reactions 
toward management. Analysis indicated that 
skill was a minor factor and that motivation 
was a major factor in determining the rate of 
recovery. A real-life action experiment was 
designed to study the problem. 

The experiment consisted of selecting four 
groups of operators, one control and three 
experimental groups. The four groups became 
experimental transfers: 

1. For the control group, the usual factory 
routine was followed. A group meeting was 
held in which the employees were told that a 
change was necessary because of competitive 
conditions and that a new piece rate had been 
set. The new piece rate was explained by the 
time study man. Worker's questions were 
answered. 

2. Experimental Group 1 was represented 
in the planning of the change by selected 
group members. The planning included a 
dramatic explanation of the need for change, 
and group agreement was reached concerning 
savings that could be made by removing 
"frills" and "fancy" work from the garment. 
The plan for the new job and piece rate in¬ 
cluded participation of the employees in the 
development of the new methods, having the 
time study made on them, and having the 
trained workers help train their co-workers in 
the new methods. 

3. In experimental Groups 2 and 3, the 
above plan was followed except that the 
groups were smaller and all workers in each 
group were the "special" operators who par¬ 
ticipated in the actual designing of the new 
job. They also were the workers whose per¬ 
formance of the new job was studied by the 
time study man. 

The results of the experiment were fairly 
clear. The control group dropped in production 
immediately upon change, and by the end of the 
experiment showed no appreciable amount of 
recovery. Resistance developed almost immedi¬ 
ately. There were marked instances of aggres¬ 
sion against management, deliberate restriction 
of production, lack of cooperation with the 
supervisor. Nine per cent quit during the first 15 
days after the change. Grievances were filed 
about the piece rate which, upon checking, was 
found to be even a little “loose.” 


The recoveries for Groups 2 and 3 were 
dramatic. Both groups recovered to their pre- 
change level of production the second day after 
change, and by the end of the experiment they 
had actually surpassed their pre-change level by 
about 14 per cent. They worked cooperatively 
with their supervisors, there was no indication 
of aggression, and there were no quits during the 
15-day period. 

Group I required more time to recover (pos¬ 
sibly because of an unavoidable operational prob¬ 
lem), but reached the pre-change level by the 
14th day after change, and by the end of the 
experiment had exceeded its pre-change level. 
Here, too, no quits were recorded. One act of 
aggression was observed which was neither pro¬ 
longed nor serious.... 

The success of the experiment seemed to be 
attributable largely to the fact that experimental 
transfers were given the opportunity to partici¬ 
pate in planning the change, in planning their 
own work future. Thus, where such external 
motivating forces as monetary rewards, man¬ 
agement pressure, and other means had failed, 
group involvement and decision developed in¬ 
ternalized motivation for the accomplishment 
of a goal mutually desirable to management and 
worker. 25 

Robert E. Schwab has summarized some of 
the ways in which the principle of participa¬ 
tion was applied in a typical industrial situa¬ 
tion: 

We’ve always known that some supervisors 
got better results with their people than others. 
When we begin to look objectively at the super¬ 
visor who is building highly motivated work 
groups, or a division, or a department, we find 
he is likely to be a sort of fellow who 

Goes to bat for his employees; 

Shows an interest in how they get along; 

Lets his employees know what he thinks 
of their work, and 

Gets his employees’ ideas and does some¬ 
thing about them. 

These are only typical of the personal charac¬ 
teristics of the supervisor who gets best results 
with his work group. The significant finding is 
that sincere concern for the employee as an in¬ 
dividual and consideration for his point of view 
are essential elements in motivation. We can 
hardly expect the other fellow to be concerned 
with our point of view unless we show a little 
interest in his. 

In examining further the human relations 
principles which are present in the high-morale, 
high-productivity situations, we find one kind 



420 


GROUP DYNAMICS IN INDUSTRY 


of activity that is almost always present. There 
is a good deal of sharing of problems and plans 
with those who will be most affected by decisions. 
This is a practice which most top managements 
recognize as valuable for building a strong top- 
management team, but we have not been fully 
aware of its importance for high motivation at 
every level in the organization... 

Belief in the principles of good human rela¬ 
tions and awareness of the special significance 
of participation has led us during the past five 
years to extend our understanding and activity 
in these four ways: 

1. The training of all supervisors, from top 
management down, in human relations in super¬ 
vision. The purpose of the training was to de¬ 
velop understanding of and skill in sharing certain 
job problems with employees. 

2. The involvement of all supervisors and, on 
occasion, employees in the development of a 
number of company personnel policies and bene¬ 
fit plans. 

3. The feedback of results of a company-wide 
attitude survey to supervisors and employees for 
consideration, comments, and recommendations. 

4. Continuing investigation of the relationship 
between participation and desirable attitudes or 
action on the part of supervisors and employee... 

Once the effectiveness of participation was de¬ 
monstrated, ways of sharing problems with the 
group were discussed, and supervisors were en¬ 
couraged to try the method on their own prob¬ 
lems. A great many examples of the successful 
application of participation to the solution of 
problems in work groups resulted. As supervisors 
experienced success in using this method, they 
began using it more in their relations with their 
subordinates. Some problems successfully solved 
in this way included: 

1. Distribution of disagreeable jobs. 

2. Selection of vacation periods. 

3. Office arrangement. 

4. Reduction of paperwork. 

5. Lunch schedules. 

6. Equal distribution of work. 

7. Care of equipment. 

8. Correction of errors on bills of material. 

9. Responsibility for company-owned tools. 

10. Wash-up time. 

11. Selection of men to be transferred. 26 

Schwab has pointed out that participation 
also causes problems. Once employees have 
the satisfaction of being “in” on things, they 
tend to resent it when, for some reason, they 


are not consulted. He found, however, that 
these limitations have not offset the advan¬ 
tages that have been gained. They are perhaps 
the result more of limited understanding and 
skill on the part of the individuals involved 
rather than of any basic fault in the principle 
itself. 

Lombard's Study of Developing 
Teamwork among Employees 

Every leader of men who has supervised 
many groups of employees has recognized that 
some groups have excellent team spirit; others 
very little. When he has had good teamwork, 
he has had high productivity and good morale. 
Supervision was a pleasure. 

Several scientific studies have been made of 
the psychological factors that underlie and 
influence teamwork. One outstanding investi¬ 
gation in this field was made by Mayo and 
Lombard in the aircraft industry of Southern 
California in relation to labor turnover. They 
found that teams are of three classes: 

1. The "natural" group, arising spontaneously 
in a small group of workers, limited apparently 
to 6 or 7, the work of each individual clearly 
related to the work of the others. 

2. The “family” group, larger in size, based 
on the presence of a core of relatively long serv¬ 
ice workers whose behavior is respected by, and 
sets the example for, the behavior of newer 
workers. Formation of this group is limited to 
situations where the whole group can stay to¬ 
gether long enough, for a minimum of possibly 
6 months to a year, for the example of the older 
group to be effectively communicated to the 
newer workers. 

3. The "organized" group, where a supervisor 
with skill and understanding consciously conducts 
his administration to secure the group integrity 
and spontaneous cooperation of his workers. 27 

In Lombard’s study, one department, De¬ 
partment IV, had an exceptionally good record 
regarding attendance and productivity. The 
output per man-hour was 100-105 per cent 
efficiency in a plant where the average was 
about 80 per cent. The high level of teamwork 
in Department IV was due mainly to a “lead- 
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man,” Z, a college man who did not rank as 
a supervisor. This man thought of himself as 
having three chief activities: first, helping the 
individual worker in such ways as listening 
to him, introducing him to his companions, 
getting him congenial work associates, and 
dealing with his personal problems; second, 
adjusting technical difficulties; and third, 
handling for members of the group their con¬ 
tacts with inspectors, time-study men, the 
department foreman, and others outside the 
work center. The leadman also arranged trips 
for the worker to other parts of the plant so 
that he could see in place on finished assem¬ 
blies the parts he produced. 

Supervisory practices that have been found 
effective in developing teamwork in other 
plants are: insisting that foremen shall listen 
patiently to individual workers; having em¬ 
ployees participate in deciding which day 
each individual may have as his day “off”; 
making sure that each employee is content 
with his work; not transferring or lending 
employees to other departments; letting em¬ 
ployees control their own rest-pause system; 
consulting and discussing the work with the 
employees; and giving them a sense of mutual 
responsibility and teamwork, as shown in the 
Hawthorne Plant, Western Electric Company 
“test room" experiment. 28 

This experiment began with a high number 
of attendance irregularities on the part of the 
employees. When, however, the new worker 
at No. 2 bench of the test room assumed 
informal leadership of the group and identified 
the team wholeheartedly with the company 
experiment, attendance irregularities stopped 
and casual absences sank to a fraction of their 
former number and to a fraction of the rate 
in the department outside the test room. “A 
change in morale had also been observed. No 
longer were the girls isolated individuals, 
working together only in the sense of an 
actual physical proximity. They had become 
participating members of a working group 
with all the psychological and social implica¬ 
tions peculiar to such a group.” The effect of 


the mutual responsibility thus created was 
remarkable: the layout girl, for instance, had 
been absent, before the teamwork began, 85 
times in 32 months; after it began, she was 
not ever absent during 16 months. 

Lombard’s findings, as well as those of 
many industrial leaders, have shown that 
teamwork can be developed by management. 
Teams can be directed so that employees take 
over responsibilities, not only for discipline 
but also for production and attendance. Once 
the team takes over such functions success¬ 
fully, their performance immediately becomes 
an important source of satisfaction to the 
workers. 

Numerous examples of the effectiveness of 
participation in industry are available. One 
company, for example, received for years only 
a hostile response to programs to reduce scrap. 
When, however, a workers’ economic educa¬ 
tion program explained in understandable 
terms why keeping scrap low was necessary to 
maintain the firm’s competitive position, the 
workers realized that it was in their own 
self-interest, as a measure to protect their 
jobs, that scrap should be kept as low as 
possible. From then on such scrap programs 
made sense to the workers and were not 
looked on as “speed-up” programs but as 
necessary in their own interest. 29 

Generally, a group which has a leader who 
mixes with his men, who has informal rela¬ 
tions with them, who encourages their ideas, 
and is interested in their welfare is regarded 
as the more effective one. 30 

Also, how members of a group feel towards 
one another affects the extent to which various 
methods and characteristics will change the 
efficiency of the work group. In pleasant work¬ 
ing situations, high efficiency is more likely to 
occur when the group believes that it is regu¬ 
lating the behavior of individuals in its own 
midst. That is, the members as a group could 
place restrictions on each member’s freedom 
of behavior. To a lesser extent, this is true in 
groups where membership is characterized by 
griping, complaining or unpleasant feelings. 
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Regardless of the atmosphere in the group, 
however, if the equipment facilities are not 
adequate and the skills of the individual not 
applicable to the job, the efficiency of the 
group is reduced. 

Of course, individuals in top management 
positions who do not basically believe in this 
kind of philosophy toward employees or other 
individuals in general should avoid any at¬ 
tempt to promote participative management in 
their organization because the long odds of 
failure will be against them. 

When Group Dynamism Is Destroyed 

One of the best examples of the destruction 
of group dynamics occurred during the 
Korean War. Although the experiments of the 
Chinese communists in this field met with 
little success, their basic assumptions about 
group dynamics are valuable in helping us 
understand it more fully. 

To many United States soldiers the reasons 
behind the Korean War were obscure, and the 
Chinese found it easy to exploit the soldiers’ 
doubts about the goals of the war. One of the 
Chinese communists’ most effective weapons 
in breaking down the morale of their prisoners 
was to systematically destroy all formal and 
informal group structure. The officers were 
separated from the enlisted men, thus each 
group was composed solely of equals and was 
left virtually leaderless. The loss of their 
leaders who had described the soldiers’ goals 
and channeled their energies left the men 
unable to act as an effective unit, and being 
deprived of a sense of unity, the individual 
was unsure of his position and duties. The 
Chinese further destroyed the prisoners’ feel¬ 
ings of comradeship by encouraging mutual 
criticism discussion groups in which the sol¬ 
diers sat and verbally assaulted each other. 
One of the most powerful influences on the 
prisoners’ morale was the presence of turn¬ 
coats and informers. When an officer or an 
enlisted man whom they had respected col¬ 
laborated with the Chinese the doubts of the 


prisoners as to the validity of their beliefs 
were greatly increased. 

The absence of a leader, the idea of mutual 
criticism, the lack of strong beliefs in their 
way of life, and the defection of their com¬ 
rades deprived the prisoners of a feeling of 
unity, of the sense of being on a team . 31 

Some Individual! Are More Respomlve 
to Group Preiiures than Others 

The evident influences of group dynamics 
in industry should not cause us to imagine 
that every member of the group is equally 
susceptible to group pressures. In any indus¬ 
trial group, certain employees will invariably 
go along with majority opinion; others tend 
to identify and side with management in so 
far as they can without antagonizing their 
colleagues. Some few will even choose man¬ 
agement’s points of view at the risk of losing 
the friendship of their colleagues. 

Social scientists have investigated the ef¬ 
fects of group pressures on the responses of 
specific individuals and have found some 
interesting differences. Solomon E. Asch, for 
example, has reported some of his experiments 
with college students. He used groups of seven 
to nine men, assembled in a classroom for 
what was supposed to be a "psychological 
experiment,” in visual judgment. The experi¬ 
menter told the students that they would 
compare the lengths of lines on a series of 
large white cards. 

One card of each pair had a single vertical 
line—the standard whose length was to be 
matched. The other card of the pair had three 
vertical lines of various lengths. The subjects 
were to choose the one line of the same length 
as that of the standard line. See figure on 
next page (size is reduced). 

When the experiment began, the subjects 
announced their answers in the order in which 
they were seated in the room. On the first 
trial, everyone chose the same matching line. 
On the exposure of the second pair of cards, 
the opinions were again unanimous. After 
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EXPERIMENT PROCEEDS AS 
FOLLOWS 

The subject (center) heors the rules 
o I the experiment lor the Rrtt time. 


SUBJECTS WERE SHOWN TWO CARDS 

One bore a standard line. The other bore three lines, one of which wo$ the some 
length os the uondord. The svb/eeis were osked to find this line. 
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that, all the members of the group except the 
one who was the real subject of the experi¬ 
ment gave incorrect answers. 

Some of Asch’s findings reported by him at 
the time of the study are the following: 

What the dissenter docs not know is that all 
the other members of the group were instructed 
by the experimenter beforehand to give incor¬ 
rect answers in unanimity at certain points. The 
single individual who is not a party to this pre- 
arrangement is the focal subject of our experi¬ 
ment. He is placed in a position in which, while 
he is actually giving the correct answers, he finds 
himself unexpectedly in a minority of one. op¬ 
posed by a unanimous and arbitrary majority 
with respect to a dear and simple fact. Upon 
him we have brought to bear two opposed forces: 
the evidence of his senses and the unanimous 
opinion of a group of his peers. Also, he must 
declare his judgments in public, before a majori¬ 
ty which has also stated its position publicly.... 

How do people respond to group pressure in 
this situation? I shall report first the statistical 
results of a series in which a total of 123 sub¬ 
jects from three institutions of higher learning 
were placed in the minority situation described 
above. 

Two alternatives were open to the subject: 
he could act independently, repudiating the ma¬ 
jority, or he could go along with the majority, 
repudiating the evidence of his senses. Of the 
123 put to the test, a considerable percentage 
yielded to the majority. Whereas in ordinary 
circumstances individuals matching the lines will 
make mistakes less than 1 per cent of the time, 
under group pressure the minority subjects swung 
to acceptance of the misleading majority’s wrong 
judgments in 36.8 per cent of the selections. 

Of course individuals differed in response. At 
one extreme, about one quarter of the subjects 
were completely independent and never agreed 
with the erroneous judgments of the majority. 
At the other extreme, some individuals went with 
the majority nearly all the time. The perform¬ 
ances of individuals in this experiment tend to be 
highly consistent. Those who strike out on the 
path of independence do not, as a rule, succumb 
to the majority even over an extended series of 
trials, while those who choose the path of com¬ 
pliance are unable to free themselves as the 
ordeal is prolonged... 

Which aspect of the influence of a majority 
is more important—the size of the majority or 
its unanimity? The experiment was modified to 
examine this question. In one series the size of 
the opposition was varied from one to IS persons. 


The results showed a clear trend. When a sub¬ 
ject was confronted with only a single individual 
who contradicted his answers, he was swayed 
little: he continued to answer independently and 
correctly in nearly all trials. When the opposition 
was increased to two, the pressure became sub¬ 
stantial: minority subjects now accepted the 
wrong answer 13.6 per cent of the time. Under 
the pressure of a majority of three, the subjects’ 
errors jumped to 31.8 per cent. But further in¬ 
creases in the size of the majority apparently 
did not increase the weight of the pressure sub¬ 
stantially. Clearly the size of the opposition is 
important only up to a point- 

In a variant of this procedure the trials began 
with the majority unanimously giving correct 
answers. Then they gradually broke away until 
on the sixth trial the naive subject was alone and 
the group unanimously against him. As long as 
the subject had anyone on his side, he was almost 
invariably independent, but as soon as he found 
himself alone, the tendency to conform to the 
majority rose abruptly. 

As might be expected, an individual’s resistance 
to group pressure in these experiments depends 
to a considerable degree on how wrong the ma¬ 
jority is. We varied the discrepancy between the 
standard line and the other lines systematically, 
with the hope of reaching a point where the 
error of the majority would be so glaring that 
every subject would repudiate it and choose in¬ 
dependently. In this we regretfully did not suc¬ 
ceed. Even when the difference between the lines 
was seven inches, there were still some who 
yielded to the error of the majority. 12 

Asch has tried this type of experiment on 
about 100 groups. In over 60 per cent of 
them, the lone individual changed his judg¬ 
ment to conform to the reported judgment of 
the other members of the group, usually eight 
in number. 11 

His studies indicated that the independents 
did not feel that opposition to the majority 
reflected a defect in themselves, but the 
yielders did feel that failure to agree with the 
majority meant that they themselves were at 
fault. “Independence requires the capacity to 
accept the fact of opposition without a lowered 
sense of self-worth.. .the compliant person 
cannot face this ordeal because he translates 
social opposition into a reflection of his per¬ 
sonal worth.” 14 

Richard Crutchfield, University of Cali¬ 
fornia, conducted related experiments, using 
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individual booths and lights that signaled the 
answers of the other four members of groups 
of five. He, too, found that given the right 
conditions, a high percentage of individuals 
will desert the evidence of their senses and 
conform to the seeming consensus of the 
group. The essentials of his finding as stated 
by Carl R. Rogers offer illuminating inter¬ 
pretations of personality differences between 
the yielders and the nonconformists: 

...under especially extreme circumstances, 
nearly everyone yielded in some degree to group 
pressure. Yet there were sharp individual dif¬ 
ferences. and these are found to be definitely 
correlated with personality characteristics. For 
example, those who yielded, the conformists, 
tended to show a lack of openness and freedom 
in emotional processes. They were emotionally 
restricted, lacking in spontaneity, tending to re¬ 
press their own impulses. The nonconformists, 
those who made their own choices, were, on the 
other hand, much more open, free and spontane¬ 
ous. They were expressive and natural, free from 
pretense and unaffected. Where the conformist 
tended to lack insight into his own motives and 
behavior, the independent person had a good un¬ 
derstanding of himself. 

What is the meaning of this aspect of Crutch¬ 
field’s study? It seems to imply that the person 
who is free within himself, who is open to his 
experience, who has a sense of his own freedom 
and a responsible choice, is not nearly so likely 
to be controlled by his environment as is the per¬ 
son who lacks these qualities." 1 * 

Numerous experiments show that there is 
a strong tendency on the part of most individ¬ 
uals to conform to group pressures. Some 
persons have, as a result of their observations 
of group behavior, hypothecated the func¬ 
tioning of a “group mind." 

The "Group Mind" Fallacy 

The fact that we often see examples of 
unusual group behavior such as “mob hys¬ 
teria” does not mean that such group action 
must be interpreted in terms of a “group 
mind” concept. The individual member of 
each group retains his emotions, motives, and 
perceptions. He acts as an individual. 

Ross Stagner has ably explained the need 
for thinking in terms of individual psychology 


by means of a typical conflict situation in 
industry: 

A picket-line example. A brief consideration 
of a specific incident will clarify our emphasis on 
the distinction between group and individual 
understanding, and our concern to reject the 
group-mind hypothesis. Suppose that a strike is 
in progress at a small manufacturing plant. The 
company has taken the position that it will try 
to operate; the union places a picket line across 
the gate. Some employees, not members of the 
union, try to drive in to go to work. The car is 
stopped, tipped over, and badly damaged; the 
non-strikers are mauled around, as are the police 
trying to protect them. 

This kind of incident is often referred to as an 
example of a "group mind" or "mob hysteria." 
The point is made (correctly) that the union 
members did things under the influence of the 
group situation that they as isolated individuals 
would never do. Joe Jones and Sam Smith arc 
honest, quiet, law-abiding citizens. They would 
not damage a neighbor’s car or beat up strangers 
whom they had never seen before. Yet as mem¬ 
bers of a picket line they may do just such things. 
How can we reconcile these two sets of observa¬ 
tions without saying that the men were under the 
influence of a "mob spirit"? 

Psychologists, while agreeing that Joe Jones 
acts differently in the group situation, reject the 
notion that any new principles are needed to 
understand his action. Here are the main points 
of an analysis adequate to understand his be¬ 
havior as a picket: 

1. Intensity of motivation. Although it is true 
that Joe would not ordinarily attack another man 
individually, it can happen under strong motiva¬ 
tion—to protect his money, his family, or his 
life. To some extent the striker protecting his 
job sees all three of these involved. The strike¬ 
breakers are seen as snatching the bread from the 
mouths of his children. 

2. Mutual reinforcement. The tension level is 
reinforced by the group situation. Other men are 
shouting angrily. Joe hears their voices, sees their 
facial expressions. Each encourages the other to 
act in a violent manner. People are pushing and 
shoving. The physical contact intensifies the emo¬ 
tional response. 

3. Distortion of perception. Under the stress 
of excitement and strong motivation, the strike¬ 
breakers are perceived as alien, inhuman. They 
are criminals. It is not only permissible, it is 
actually righteous to attack them. 

4. Lifting of inhibitions. The group situation 
acts in two different ways to relieve the normal 
inhibitions against violence. One is the neutral- 
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izing of "conscience” or superego restraints 
against antisocial actions. Conscience is a social 
product. Group pressure instills in us a reluctance 
to damage property or use force against other 
human beings. But in the mob situation there is 
an illusion of group approval of violence, just as 
in wartime people get medals for killing. Hence 
the normal internal inhibition against violence is 
diminished or neutralized in the group setting. 

The fear of punishment for violence is also 
lessened. Guilt in our culture is an individual 


matter; but when many participate simultaneous¬ 
ly in an act. it will be difficult to identify and 
punish individuals. The individual feels anony¬ 
mous in the mob. He thinks (correctly) that his 
chances of being punished arc rather small. 

This skeletonized analysis of a typical group 
incident serves only to show that the concepts 
and methods of individual psychology arc ade¬ 
quate to give us a basis for the understanding 
of behavior in groups. 56 
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1. Make a study of some small group with which 
you are acquainted, such as a fraternity or a 
work group. Use the sociometric technique. 
Can you plot the choices of members of the 
group? If you were to put the group to work 
in a factory or office, would your sociometric 
findings be of value to you? 

2. Think of a place where you have worked or 
are now working. Describe the group culture; 
the employees’ unwritten rules about the 
amount of work to be done, when loafing is 
permissible, when employees may be absent, 
the conditions under which employees may 
appear to cooperate with management but 
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actually modify management's programs, and 
so on. 

3. List some of the difficulties and dangers to 
management of attempts to use group dy¬ 
namic influences in supervising employees. 

4. List incidents which you have observed or 
read about that would appear to substantiate 
the "group mind" concept. 

5. The pecking order is rather easy to observe in 
a flock of chickens but more difficult because 
of its subtlety in groups of human beings. 
Try to describe it as you have noted it in a 
small group of persons as in a living center, 
athletic squad, or department of a company. 
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CHAPTER TWENT Y-0 N E 

SUPERVISING EMPLOYEES 


Good management organization, by reliance 
on authority instead of skilled and understanding leadership as the basis 
for handling men, easily destroys the desire for cooperation. 

A higher type of leadership adapted 
to democratic conditions is necessary. Management, if it is to be 
successful in the years which lie ahead, must rely less 
on authority and more on leadership which transcends authority 
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fcvery supervisor tends to develop a psy¬ 
chological climate that is related to his per¬ 
sonality and his techniques. Just as every 
father helps to influence the psychological 
atmosphere of the home so each foreman 
affects the work situation of the shop. It may 
be one that is tense because it is dominated 
by an authoritative or a neurotic individual. 
Or a relaxed, cheerful atmosphere may result 
where every member enjoys the confidence of 
his colleagues, and group wishes and feelings 
govern conduct. When the well-adjusted super¬ 
visor arrives at work, a current of enthusiasm 
fills the place. Faces become brighter. Move¬ 
ments become faster. Work seems to flow 
along more smoothly. Other supervisors have 
the opposite effect: fears arise in employees; 
they become tense; their work becomes harder 
and gloom settles over them. 

The importance of the well-adjusted leader 
is exemplified by an experience reported for 
one company: 

A simple questionnaire was handed out to em¬ 
ployees. The idea was to find out how the men 
got along from the standpoint of cooperation. 
Employees were asked to describe the attitude 
of their fellow-workers, whether friendly or un¬ 
friendly, and to comment on working conditions. 

Replies revealed these surprising facts: 

Departments with friendly and cooperative 
operators had a far better all-around production 
record than those departments in which em¬ 
ployees showed a disgruntled attitude toward one 
another. The "friendly" departments produced 
an average of 10 per cent more, with spoilages 
about 40 per cent less than the "non-cooperative” 
departments. 

In these latter departments, the foreman's lack 
of friendliness was often commented upon. One 
worker had this to say (since the questionnaires 
did not need to be signed, he felt free to get his 
gripe off his chest): "Who does our foreman 
think he is? The big cheese himself? Why don’t 
he get wise to himself? He's no better than any 
of us here. He acts like it costs him money to 
say good morning to us." 2 

When the Industrial Relations Section, 
California Institute of Technology, had com¬ 
pleted a total of 25 surveys in 18 different 


companies, covering over 50,000 employees, 
the Section formulated a number of conclu¬ 
sions based on all of its studies of employee 
opinion. One of these was that "The morale 
of supervisors is usually higher than that of 
employees, but the morale of employees is 
related to that of supervisors: the higher the 
morale of supervisors, the higher the morale 
of their employees.” 2 

The typical foreman in American industry 
is recognized as a key factor in employee 
morale. He, rather than the heads of the 
company, often represents the company to the 
individual employee. 

A Supervisor Hoi Special Meaning! 

«a the Employee 

To the employees whom he directs, a super¬ 
visor or executive is far more than an assigner 
of tasks. He also fulfills certain vital roles of 
an unconscious nature. As he acquires years 
of experience in dealing with people, he real¬ 
izes that to certain individual employees he is 
an authority figure, impartial judge, target oj 
affection, target for hostility, confidant, cata¬ 
lyst, or a tone-setter. He must meet or help 
to fulfill the deeper psychological needs of 
people, needs of which they themselves are 
not aware. His most important functions are 
likely to be in the symbolic meanings that he 
represents for each of his employees. He 
is sensitive to the deeper psychological needs 
of people, and he is likely to increase his 
skills in becoming the kind of role symbol 
that makes his leadership effective. In some 
cases, failure of a given executive can be 
directly traced to his inability to fill success¬ 
fully the role expected by the employee. 4 

The supervisor who has developed an acute 
sensitivity to the feelings of others toward 
him realizes that he communicates and re¬ 
ceives feelings as well as ideas. What he says 
in words is often less significant than the 
feelings which he transmits and receives. 
When, for example, he feels that a subordinate 
is not very important, he realizes that his 
feelings are transmitted to the subordinate 
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even though his verbal behavior does not state 
the message. 

He knows that covert hostility is expressed 
toward him by subordinates through behavior 
such as excessive absenteeism, tardiness, resis¬ 
tance to his suggestions, and subtle blocking 
of his program. These and other forms of 
opposition often stem from difficulties that 
have their origins in symbolical as well as in 
unexpressed difficulties that remain covert. 
Some executives who sense these covert in¬ 
fluences in interpersonal relationships believe 
that the best way to overcome them is to 
bring them out into the open. Sometimes a 
frank exchange of feelings, even though some¬ 
what bitter, may clear the air and improve 
the situation.* 

A supervisor is a center of the men’s work 
life. For one thing, his word carries more 
weight than theirs; he has authority. And for 
another, he, either actually or from the men’s 
point of view, knows more and is a more able 
person in one way or another; he is their 
leader. This being the case, it is difficult for 
him not to prompt in others—in at least some 
others—a variety of emotional stirrings that 
seem to have nothing to do with the boss- 
worker relationship. 

The supervisor as a father figure causes 
emotional reactions whose source is not recog¬ 
nized by the employee. Expressions of either 
anger or friendliness from a supervisor can 
trigger unconscious as well as conscious reac¬ 
tions that transferred from early childhood 
relationships. They may even test him to find 
out whether they can depend upon him as a 
parental figure. The supervisor plays an im¬ 
portant role in providing the context for 
balanced distance between himself and his 
subordinates. A balanced or optimal psycho¬ 
logical distance between the two, neither so 
close that the supervisor is hampered by emo¬ 
tional ties nor so distant that he loses emo¬ 
tional contact, has been shown to be a 
significant factor in indicating productivity 
differences among supervisors . 6 

One study of leaders of small groups indi¬ 
cated that the effective leader’s social distance 


from his men is distant only from the poor 
co-workers rather than from all of his co¬ 
workers . 7 

Some employees feel toward the supervisor 
as they do toward their father. 

To give an illustration: 

A foreman had noticed that one of his men 
displayed an indifference and hardly-concealed 
resentment for which there seemed to be no rea¬ 
son. He couldn’t get any clue to the fellow’s 
strange behavior and he finally decided to pay 
the man a visit at his home. Being within his 
own domain, the foreman thought, the fellow 
would probably feel free to say what was on his 
mind. 

Much to his surprise he found that the work¬ 
er's wife greeted him with a great deal of reserve. 
And it was she who almost immediately launched 
into long and intemperate remarks about "snob¬ 
bishness and favoritism." It seemed that she was 
sore at him because he, the foreman, had failed 
to play with her kids at the company’s last picnic. 
But he did spend a lot of time romping around 
with the kids of another fellow, "not half as good 
a worker as my husband.” 

The foreman didn’t laugh; he didn’t even 
feel like laughing. To be sure, the complaint 
wasn’t any too reasonable. But then, from 
the man’s and his wife’s point of view, it was 
important that he, the foreman, should act 
as just the person for whom they had pre¬ 
viously felt a great deal of respect and ad¬ 
miration. Because the foreman had failed to 
pay any attention to their children, he had 
shown himself unworthy of the good senti¬ 
ments the man and his wife had had for him. 
They felt cheated, neglected and hurt. 

Just how persuasive the foreman's explanation 
of his own conduct at the picnic was, he did not 
know. He only noticed that, having spoken her 
piece and having listened to his comments, the 
woman seemed to be somewhat mollified—and 
her husband looked as if he would find great 
pleasure in having a tooth pulled. At any rate, 
the talk proved to be a great success. The man 
again turned into the cooperative and attentive 
worker he had been before . 8 

The supervisor has certain responsibilities 
in regard to his daily human relations. He is 
under close observation by those with whom 
he works: superiors, subordinates, associates, 
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and the public. One of the main parts of his 
job is example-setting. 9 He is aware of the 
effects of his own conduct in relation to what 
he asks of his employees. If, for example, his 
superiors issue instructions to curtail annual 
leave during a heavy work period, he realizes 
that he himself cannot take his vacation while 
his employees are denied theirs. 

Each Supervisor Attracts Some People 
and Repels Others 

Each supervisor’s personality and tech¬ 
niques in dealing with people will attract some 
persons and repel others. Those who are 
attracted will tend to remain with him. Those 
who are repelled will tend to leave his depart¬ 
ment or company. 

An alert observer who visits a department 
or company headed by a specific executive 
can often see a relationship between the chief 
and the employees under his direction. This 
does not mean that the employees are near- 
duplicates of the chief’s personality. Instead, 
the executive in charge unconsciously sym¬ 
bolizes answers to basic needs on their part. 
If he is a domineering person, he is likely to 
have many employees who feel more secure 
when they work for an autocrat. If he is the 
teacher type of executive, he is likely to have 
many employees who like to be treated as 
intelligent colleagues. 

We must not assume however that all em¬ 
ployees at any one time are there because the 
personality of the boss and the employee com¬ 
plement each other. Certain employees, those 
of superior psychological qualities, may re¬ 
main for several years under the direction of 
a repellent personality because of interest in 
the work itself. These stronger persons usually 
have definite career objectives and they will 
“put up with” or ignore the characteristics of 
an executive who repels them. These excep¬ 
tional individuals usually remain only as long 
as necessary to gain a desired amount of 
experience or other objective that fits their 
specific needs. Then they move on. 

Supervisory techniques vary in their effec¬ 
tiveness in accordance with the culture, size 


of organization, complexity of the work, and 
other factors. Thus far, the tests for the 
prediction of supervisory ability have not 
proven to be very helpful. A few do give some 
promise of eventual usefulness upon further 
refinement. 10 

Some Findings from the Institute 
for Social Research, University 
of Michigan 

This organization is conducting systematic 
research on what a good management does 
that makes the difference between high and 
low productivity, between high and low mo¬ 
rale, and the principles and practices of 
leadership that are responsible for high pro¬ 
ductivity and high job satisfaction. 

Studies have been conducted or are under 
way in a wide variety of organizations: pub¬ 
lic utilities, an insurance company, an auto¬ 
motive company, a heavy machinery factory, 
a railroad, an electric appliance factory, and 
some government agencies. The work of the 
organizations studied has varied from rou¬ 
tine clerical and assembly operations to com¬ 
plex scientific research. 

In this program of research, two major 
criteria have been used to evaluate adminis¬ 
trative effectiveness: 

1. Productivity per man-hour or some 
similar measure of the organization’s 
success in achieving its productivity 
goals. 

2. The job satisfaction and other satis¬ 
factions derived by employees or 
members of the group. 

The findings show that a consistent pat¬ 
tern of motivational principles and their 
application is associated with high produc¬ 
tivity and high job satisfaction, irrespective of 
the particular company or industry in which 
the study is conducted. Some of the gen¬ 
eralizations that are emerging from this 
research are summarized in these condensa¬ 
tions and excerpts from one of the Institute 
reports: 

1. Very little relationship, within a company, 
has been found between employees’ attitudes to- 
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ward the company and their productivity. The 
more productive employees or sections do not 
have appreciably more favorable attitudes than 
do the less productive employees. A favorable 
over-all attitude toward one’s company and job 
docs, however, result in less absence from the 
job. 

2. In some situations at least, there is a nega¬ 
tive relationship between the extent to which 
employees participate in a recreational program 
and their productivity. The less-productive sec¬ 
tions participate in recreational activities more 
often than do those sections that are more pro¬ 
ductive. 

3. In contrast to the two above-mentioned 
patterns involving factors of a nonpersonal na¬ 
ture, there is a marked relationship between the 
kind of supervision an employee receives and 
both his productivity and the satisfactions which 
he derives from his work. When the worker (or 
a person at any level in a hierarchy) feels that 
his boss sees him only as an instrument of pro¬ 
duction, as merely a cog in a machine, he is likely 
to be a poor producer. However, when he feels 
that his boss is genuinely interested in him. his 
problems, his future, and his well-being, he is 
more likely to be a high producer. 

4. The employee-centered supervisor not only 


My supervisor... 

. .. recommends 
promotions, transfers, 
pay increases... 

. . .informs men on 
what is happening in 
the company ... 

... Keeps men posted 
on how well they 
ore doing ... 




.. hears complaints 
and grievances. 

HIGH MORALE GROUP 
LOW MORALE GROUP 





Supervisory relations as seen by high and low morale 
groups. University oI Michigan findings show significantly 
higher percentages of highly productive workers, both 
in office groups and section gangs, hod pride in 
their groups, than did those with low production records. 
Chart above shows difference in attitudes towords super¬ 
visors, company communications, and pievance proced¬ 
ures among machine shop employees with generally high 
and generally low morale. Chart reprinted with permis¬ 
sion from Dun's Review and Modern Industry, July 19 56. 
p. 43. 


trains people to do their present job well but 
tends to train them for the next higher job. He 
is interested in helping them with their problems 
on the job and off the job. He is friendly and 
supportive rather than being punitive and threat¬ 
ening. 

5. Close supervision tends to be associated 
with lower productivity and more general super¬ 
vision with higher productivity. 

Low productivity may at times lead to closer 
supervision, but it is clear that it may also cause 
low productivity. In one of the companies in¬ 
volved in this research program it has been found 
that switching managers of high- and low-produc¬ 
tion divisions results in the high-production 
managers raising the productivity of the low- 
production divisions faster than the former-high- 
production divisions slip under the low-produc¬ 
tion managers. Supervisors, as they are shifted 
from job to job, tend to carry with them and to 
maintain their habitual attitudes toward the su¬ 
pervisory process and toward their subordinates. 
This suggests that supervisory attitudes and 
habits tend to be the causal influence. 

6. The superior’s skill in supervising his sub¬ 
ordinates as a group is an important variable 
affecting his success: the greater his skill in using 
group methods of supervision, the greater arc 
the productivity and job satisfaction of the work 
group. 

7. For both blue-collar and white-collar 
workers, there is a marked relationship between 
worker morale and how much employees feel that 
their boss is interested in discussing work prob¬ 
lems with the work group. 

8. Work groups with high group pride and 
loyalty are the more productive. One reason 
is that the workers cooperate more and help one 
another in getting the work done. Work groups 
with high group loyalty show more teamwork 
and more willingness to help each other than 
do those with low group loyalty. In the high- 
loyalty groups there tends to be a flow of work 
back and forth between the workers depending 
upon the load. In groups with low group loyalty 
there tends to be more of a feeling that each 
worker is on his own and that how he gets along 
with his work is his own responsibility. 

9. In high-productivity groups, workers help 
one another. When foremen were asked, “How 
does your section compare with other sections 
in the way the men help each other on the job?” 
the answers showed a marked relationship to 
group productivity. The foremen of high-produc¬ 
tion groups reported much more often than the 
foremen of low-production groups that their men 
helped one another in getting the work done. 

The workers in the high-production work 
groups not only have greater group loyalty and 
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help one another more but give this help on their 
own initiative. 

As might be expected, work groups with high 
group loyalty have more favorable attitudes to¬ 
ward production than do groups with low group 
loyalty. Thus we find that high-loyalty groups 
differ from groups of low group loyalty in having 
higher production goals. Their opinion as to what 
is reasonable production is higher and is more 
nearly the same as that of their foreman. More¬ 
over, the high-loyalty groups have a more favor¬ 
able attitude toward the high producer. 

We are finding that the high-loyalty groups 
differ from the low in ways that form a consistent 
pattern. In addition to the differences already 
mentioned, the following characteristics have 
been found. The groups with greater group loyal¬ 
ty are more likely to 

—Have greater identification with their 
group and a greater feeling of belonging 
to it. 

—Have more friends in the group and in the 
company—rather than outside the com¬ 
pany. 

—Have better interpersonal relations among 
the members of the work group. 

—Have a more favorable attitude toward 
their job and their company. 

—Not only have higher production goals but 
produce more with less sense of strain or 
pressure. 

10. When a superior treats subordinates as 
human beings, it results in greater group loyalty 
and pride. When supervisors stay sufficiently close 
psychologically to their workers to be able to see 
the problems of the workers through the eyes of 
the workers, they are better able to develop good 
group loyalty. 

11. The good supervisor is able to identify 
with his employees and keep psychologically close 
to them. This seems to foster a good team spirit 
with open communication. It permits the super¬ 
visor to understand problems as employees see 
them and to interpret for top and middle man¬ 
agement the employees’ points of view. The su¬ 
pervisor who fails to identify with employees 
becomes psychologically far from them. This 
makes him incapable of seeing and dealing with 
problems as employees see them and hence un¬ 
able to help middle and top management to see 
problems as employees see them and thereby to 
help management to arrive at policy decisions 
which will be mutually satisfactory. 

12. There are, of course, many other factors 
which are important in developing group loyalty 
and team spirit. Scattered research in industry 
and elsewhere indicates that commonly recog¬ 


nized methods of group leadership will yield good 
group loyalty when used. These methods and 
skills include those developed and taught by the 
National Training Laboratory in Group Develop¬ 
ment. Among the most important of these meth¬ 
ods are those involving group participation in 
decisions affecting the group. There is evidence 
that group participation and involvement are 
beneficial at all levels in an organization. One of 
the best ways, for example, to have supervisors 
become aware of the job that needs to be done 
by their work group and to have them accept 
responsibility for it is to involve them in deci¬ 
sions where the functions and responsibilities of 
their work group are examined and reviewed.... 

An examination of the results presented here 
and of results from other research shows that 
every human being earnestly seeks a secure, 
friendly, and supportive relationship and one that 
gives him a sense of personal worth in the face- 
to-face groups most important to him. The most 
important face-to-face groups arc almost always 
his immediate family group and his work group. 

If his formal face-to-face work group is hostile, 
he develops new friendly informal groups. Human 
nature seems to motivate each of us to establish 
and maintain these friendly supportive relation¬ 
ships in those face-to-face groups in which we 
spend most of our lives. Either we successfully 
establish these friendly and supportive relation¬ 
ships or we crack up. 

It is not surprising, therefore, that we see 
people generally striving for a sense of dignity 
and personal worth. We all seem to seek recogni¬ 
tion and a sense of importance in terms of the 
values and goals which we cherish and which our 
most important face-to-face groups also cherish. 

To say that people seek friendly and suppor¬ 
tive relationships does not mean that they seek 
to be coddled. Quite the contrary. People seek 
to achieve a sense of importance from doing diffi 
cult but important tasks which help to implement 
goals which they and their friends seek. 11 

The outstanding finding from the Michigan 
studies in regard to the effectiveness of the 
varied methods and attitudes used by first- 
line supervisors is that supervisors character¬ 
ized as “employee-centered” were likely to be 
in charge of high-producing groups. Those 
characterized as being "production-centered” 
were likely to be in charge of low-producing 
groups. The typical employee-centered super¬ 
visor thought of supervision mainly in terms 
of people under his direction. He did not for¬ 
get about production but the emphasis in his 
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thinking was directed toward his subordi¬ 
nates as personalities. He usually gave his 
employees a general outline of what work was 
to be done, how it was to be done, and then 
left details to the workers. He assumed that 
they felt they were responsible for their work. 
The production-centered supervisor was more 
detached in his attitudes toward employees’ 
feelings and checked their efforts closely. He 
thought of employees as instruments for get¬ 
ting work done. This emphasis on production 
at the expense of the worker’s dignity was 
self-defeating. 

As individuals, the employee-centered su¬ 
pervisors were, in general, likely to be 
democratic, cooperative, and willing to listen 
to the employees. The production-centered 
supervisors were more likely to be authori¬ 
tarian, defensive and arbitrary in manner. Of 
course, each supervisor had some character¬ 
istics of both kinds of centeredness but his 
supervisory style was identifiable. 

Imployee-centerad Supervision It 
Not Always tho Most Effective 

In spite of the main finding from the Michi¬ 
gan studies, it is also recognized that em¬ 
ployee-centered supervision is unsuitable in 
certain situations as in those instances where 
work is an individual matter without social 
relations that require harmony between mem¬ 
bers of the work group or crew. Social isolates, 
“rate busters,” and other work isolates may 
prefer an authoritarian supervisor who uses a 
firm production-centered procedure. Some em¬ 
ployees, perhaps 10 per cent, do not care to 
participate in making plans or decisions about 
the work—they prefer to be told what to do 
by a no-nonsense type of boss. The Michigan 
and other researchers recognize that no one 
formula for productive supervision is available 
but that enlightened supervision harnesses the 
latent motivations of the individual worker 
for the benefit of all concerned. 12 

Raymond A. Katzell 13 has reviewed the 
scientific literature on the directive or bureau¬ 
cratic systems of organization versus the 
democratic, participative, human relations 
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type. He found several studies which have 
shown that democratic supervision is by no 
means universally preferred to more autocra¬ 
tic supervision. In some instances, both pro¬ 
duction and worker satisfaction were as great 
or even greater under autocratic supervision. 
In general, more research is needed in this 
field but the current findings indicate that the 
organizational system that is most appropriate 
is conditioned by those who have the knowl¬ 
edge and motivation to get the job done, pref¬ 
erably by providing freedom and action for 
those who give it leadership as well as for 
those who do the work. 

Certainly, a company can have an authori¬ 
tarian approach to leadership and still show 
consideration for the feelings and desires of 
its employees. Sometimes a democratic ap¬ 
proach may be effective, while in another 
situation and authoritarian approach is pref¬ 
erable. 14 

Pressure from a supervisor can produce 
productive results even though the employees 
have been given irritating treatment previ¬ 
ously. This was rather clearly indicated when 
a systematic study was made of the effects 
of emotional states on groups of assembly line 
operators who had been matched for factors 
such as productivity and length of employ¬ 
ment. Some groups were treated as “favored.” 
The chief techniques for the favored groups 
were praise and managerial friendliness. The 
“disfavored” group members were treated in 
a threatening manner by persistent time and 
motion studies and irritating criticisms from 
quality control and supervisory personnel. In 
one part of the study, the foreman of a dis¬ 
favored group was asked to pressure the em¬ 
ployees about the quality of their work. He 
went to some of the assemblers on the line, 
told them that they were making too many 
errors, and asked them to improve. He worked 
briefly with one of the operators to suggest 
changes in work procedure and then left. 
These operators had been producing 29.0 per 
cent of defective units. In the four days that 
followed the foreman’s criticisms, the opera¬ 
tors reduced their level of errors to 17.3 per 
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cent. An especially interesting aspect of this 
part of the experiment was that the fore¬ 
man’s additional pressure on employees who 
had been given previous treatment of an 
irritating nature, nevertheless resulted in 
improved production. 15 

Generally, the better supervisors are some¬ 
what tougher raters of their men. They show 
more variation in their ratings of high- and 
low-rated subordinates. The less effective 
supervisors tend to rate all their subordinates 
as being more or less alike. 16 

One of the key factors in supervision, often 
more important than the organizational sys¬ 
tem, is the supervisor as a personality rather 
than the role he plays. This was indicated in 
a study of three techniques of supervising 
radar air control teams. A complex task set¬ 
ting was provided by the simulation of a 
radar air traffic control system. Work-team 
productivity was modifiable as a consequence 
of different supervisors and supervisory pro¬ 
cedures under different task loads. Six two- 
man teams were observed. Each team worked 
under each of three supervisors. The super¬ 
visors shifted from team to team. Three tech¬ 
niques were used alternately: laissez-faire, 
active monitoring, and direct participation. 

The observers in this study concluded that 
the individual supervisor was a more con¬ 
sistent influence on performance than the 
particular role he employed. 17 

The effective supervisor stimulates produc¬ 
tivity because he has developed a climate 
where people are genuinely interested in the 
work problems and in doing good work. They 
help the boss to plan ahead and to anticipate 
problems. They know that the boss likes 
them and respects them and their abilities. 
Good work climates do not develop by chance. 
Instead, they are produced by leaders of good 
will and competence. 

GROUP METHODS 
OF TRAINING SUPERVISORS 

Numerous procedures for training super¬ 
visors, particularly factory foremen, have 


been developed in industry. The first and most 
commonly used methods naturally repeat the 
schoolroom procedures. Executives or teach¬ 
ers hired for the purpose give lectures or con¬ 
duct classroom instruction of an informative 
nature. These traditional methods have not 
been so successful in industry as in the 
academic fields, chiefly because the teaching 
of supervisors is not mainly a problem in giv¬ 
ing information. Supervisors need a kind of 
stimulation that causes them to drop old habit 
patterns and to adopt new attitudes toward 
human relations. Mere verbal understanding 
and acceptance of new ways of dealing with 
employees is not sufficient. What the super¬ 
visor does in everyday contacts with em¬ 
ployees is the important measure of the effec¬ 
tiveness of the training program. 

Lectures have little effect on the kind of 
foreman who, for example, is 60 years of age, 
attained his foremanship the hard way while 
working on a night shift, is now arbitrary 
and set in his habits. 

The authoritarian type of supervisor be¬ 
lieves in the old philosophy that men will 
work only when they are controlled by a firm 
disciplinarian who uses fear as a motivator. 
Fortunately, modern managements gradually 
are developing supervision directed toward 
democratic leadership. Democratic leadership 
means that the foreman strives to satisfy the 
egos of the members of the working group and 
de-emphasizes his own ego. He does little 
shouting at people, sits quietly, listens to 
people, gives them a sense of participation 
in solving the fascinating problems that are 
the daily part of the job. 

The authoritarian person tends to regard others 
as either superior or inferior to him, and he 
adopts conduct adapted to the situation. The 
authoritarian person does not love or respect 
others. “In the last analysis, the alternatives are 
to fear or be feared.” 18 

The democratic supervisor endeavors wherever 
possible to share with his group the decision¬ 
making about work planning, assignment and 
scheduling. Where a decision must be made by 
him. he helps the group to understand clearly 
the basis for his decision. He is careful to develop 
as much participation, opinion-giving and deci- 
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sion-making as possible, and a feeling of respon¬ 
sibility for the success of the work on the part 
of everyone. He is concerned that each employee 
clearly understands his work and has opportuni¬ 
ties for success in it. His praise and criticisms are 
always delivered objectively in terms of work 
results and never personally in terms of what he 
may or may not like. He encourages worthwhile 
suggestions and the development of new pro¬ 
cedures. 19 

The traditional training techniques of the 
past failed to develop the desired changes in 
attitudes and behavior of foremen and other 
supervisors. Foremen could be convinced in¬ 
tellectually that they ought to greet employees 
with a smile when they reported for work, 
discuss common problems with them, and 
behave in ways which show an interest in 
people, but still fail to supervise their work¬ 
ers in that manner. The latter obviously 
recognized their insincerity, because their 
words and actions did not express their under¬ 
lying attitudes. After all, employees often 
react to a supervisor’s attitudes rather than 
his words and actions. 

The attitude of the supervisor is highly im¬ 
portant in another respect. Not only do his ac¬ 
tions tend to reflect his attitude, but his attitude 
also influences the way he will view or interpret 
the behavior of employees. For example, loafing, 
insubordination, failure to cooperate, disregard 
of company property, and being unwilling to do 
a full day’s work are largely supervisory inter¬ 
pretations of actions which might also be inter¬ 
preted, respectively, as resting, face-saving, lack 
of skill, an accident, and a reluctance to begin 
a job that cannot be completed. The differing 
interpretations are highly important, since the 
problem which confronts the supervisor depends 
on his interpretation rather than on the actual 
behavior. The procedure that the supervisor will 
follow depends in turn upon the problem he sees, 
so that inaccurate interpretations invariably re¬ 
sult in inadequate procedures. 

Interpretations of behavior are greatly influ¬ 
enced by an attitude of suspicion. When em¬ 
ployees do not trust supervisors and supervisors 
do not trust employees, misunderstandings in 
great numbers are created. Grievances that seem 
small and childish to management are seen as 
fundamental issues by workers. When mutual 
trust is present, grievances are rare, and when 
they do appear, remedies ire easily found. Trust 
is an attitude that must be developed, and when 


the supervisor has this trust, his attitude is recog¬ 
nized and it develops mutual trust.* 0 

Recent advancements in training super¬ 
visors are designed to influence attitudes as 
well as teach techniques for dealing with 
people. These training programs are of three 
general kinds: 

1. Conference 

2. Permissive (nondirective) 

3. Role-taking 

1. The Conference 

The conference may be defined as a group 
training method in which problem situations 
of common interest to the supervisors are dis¬ 
cussed in an effort to formulate a solution 
through the contributions of all members of 
the group. 

Advantages claimed for the conference 
method are: 

1. The subject matter is of immediate in¬ 
terest to supervisors. 

2. Opportunity for participation by mem¬ 
bers is provided. 

3. The supervisors themselves do most of 
the talking. 

4. The level of discussion usually matches 
their learning speed. 

5. The method tends to develop qualities 
of self-reliance and the ability to recognize 
and solve problems. 

A typical conference usually consists of 
four steps: 

1. The conference leader shows why a 
given problem or subject applies to the mem¬ 
bers of the group. 

2. The nature of the problem is discussed 
and defined. 

3. The discussion centers around wrong and 
right methods of handling the problem. 

4. Analysis is made of right and wrong 
ways for the prevention of the problem in 
the future. 

The conference method enables the leader 
to present informative material as well as 
conduct a discussion. Principles may be devel¬ 
oped and emphasized. Problems involving the 
principles may be used for emphasis. When 
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doubts arise concerning the applicability of a 
principle, the leader can clarify the principle 
more fully and illustrate its applicability to 
everyday situations in the plant. The leader 
also may give special assignments which are 
to be carried out on the job. Later, the super¬ 
visors may present the reactions to their 
attempts to carry out the assignment. Dur¬ 
ing the discussions the leader encourages the 
whole group to participate. His role is to keep 
the discussion on the problem or topic under 
consideration, to bring about opportunities 
for face-saving, and to make contributions 
which clarify the issues or emphasize neg¬ 
lected aspects of the discussion. In some cases, 
he functions as a democratic leader and in 
other instances as an expert. 

When attitudes or habits are to be changed, 
discussion is especially important as shown 
by the kind of experiment conducted by Kurt 
Lewin during World War II. He worked with 
the National Research Council program on 
food conservation. Consumers’ food habits 
were to be changed. One problem was to 
persuade housewives to use beef hearts, sweet¬ 
breads, kidneys, and other animal organs in 
family diets. Three groups of women were 
given lectures that stressed the health value 
of these meats, demonstrated various menu 
applications, and linked the nutrition problem 
to the war effort. In another experiment three 
comparable groups of women took up the 
question in group discussion, rather than lec¬ 
ture, and talked freely about their aversions. 
A follow-up showed that of the women who 
had heard the lectures, only three per cent 
served one of the meats never served before. 
Of those women who had had group discus¬ 
sion, 32 per cent of the women did so. 21 

One of the important advantages of the 
group conference, as practiced in the better 
concerns, is that the leader or secretary of the 
group can summarize the principles learned 
in the meeting. These principles can be mime¬ 
ographed and reviewed by the supervisors and 
members of management. The supervisors can 
be provided with a textual guide which can 
be reviewed and re-emphasized. Most super¬ 


visors like to have some kind of written state¬ 
ment which summarizes what they think they 
have learned. 

An effective conference includes a sum¬ 
mary of the conclusions developed by the 
group. Conferees will feel that the confer¬ 
ence was worthwhile and that something defi¬ 
nite was accomplished if they are given a 
formal statement of the thoughts and con¬ 
clusions brought out in the discussion. Such 
a formal statement usually includes the recom¬ 
mendations of the conference leader as exem¬ 
plified in the following statement, which was 
developed during several discussions on disci¬ 
plinary problems of supervisors: 

As a supervisor, you are the leader of your 
men. Most of your contacts with them deal with 
the work and the ordinary everyday instructions 
to them. Most of your thinking and conversation 
with employees is of a positive friendly nature. 

Occasionally, however, you find it necessary 
to handle problems that involve discipline, prob¬ 
lems on the part of employees who have violated 
some company regulation or failed to do what 
is expected of a good employee. These problems 
in violation or failure must be handled with good 
judgment and offer you a chance to give em¬ 
ployees the kind of leadership that builds strength 
and loyalty to you and the company. 

Here are some suggestions and principles that 
may help you handle the fellow who gets out of 
line: 

1. Believe in the rules or practices which you 
expect employees to obey. Every good rule or 
regulation has sound reasons back of it. 

If you understand the reasons for the com¬ 
pany’s rules and expectations, you can whole¬ 
heartedly represent the company in regard to the 
expected practices by employees. 

Employees are very smart. They soon recog¬ 
nize whether the supervisor really believes in a 
rule or is willing to shut his eyes and ears at cer¬ 
tain times. Most employees naturally fall into 
line with what they think is expected of them. 

Of course, if a rule has become a dead letter 
and everybody ignores it, somebody ought to 
find out whether the original reasons for the rule 
have changed and, if they have, the obsolete rule 
should be declared null and void. Review the old 
doubtful rules with your superior and get his 
decision about the rules that appear to need 
review. 

If you yourself understand the soundness and 
fairness of the rules that your superior wishes 
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you to enforce, your part in enforcing them will 
be easier. 

2. Getting employees to obey rules is an edu¬ 
cational matter; not a policing job. Years ago, 
a lot of plant foremen and other supervisors 
thought that the main part of a boss’ job was 
policing employees. As a result, those old by¬ 
gone foremen had a lot of policing to do. The 
employees were like the small boys in the old 
schoolmaster’s schoolroom—they often raised hell 
because their teachers were poor teachers. The 
good teachers kept the boys so interested in their 
work that they forgot most of the hellraising. 

The same principle applies to the good super¬ 
visor of today—he keeps his employees so busy 
and interested in their work that they usually 
do the right and neglect the wrong. The good 
supervisor is a good teacher who explains the 
right so enthusiastically that employees do the 
right. And he explains the right before, not after, 
trouble arises. 

3. The good supervisor has good discipline and 
still has most employees like him. A lot of poor 
supervisors think that the employees do not like 
the supervisor who expects employees to obey 
the established rules. Actually, most employees 
have more respect for the supervisor who takes 
good discipline for granted and enforces it on the 
part of the few employees who need disciplinary 
attention. 

Bear in mind that the children who usually 
have the least respect for the parent are the chil¬ 
dren who are allowed to do as they please. Em¬ 
ployees who know that they can get away with 
anything usually have little respect for the super¬ 
visor who lets them get away with it. 

4. Disciplining an employee who needs it is 
not only a matter of being fair to him, but a 
matter of being so fair about it that the other 
employees approve of it. Now and then, it be¬ 
comes necessary to fire an employee. Every su¬ 
pervisor and personnel man who fires a man 
hopes that he can do it in a way that makes the 
fired employee feel that he was treated fairly. 
In addition to making the employee feel that the 
drastic treatment given him was fair, it is also 
necessary to make the other employees feel that 
the treatment was fair. 

No one wants to punish an employee for his 
bad conduct just for the sake of punishing him. 
We do not punish our grown-up friends who 
work with us, but we do find it necessary to tell 
them that we will have to get along without them 
until they learn that we insist on working with 
each other in ways that are fair to all of us: 
fellow employees, the company, and customers. 

S. Good housekeeping and good discipline tend 
to go together. The supervisor who keeps his 


equipment and materials in clean orderly fashion 
usually finds it easier to have his employees work 
in an orderly manner. 

The supervisor who allows employees to get 
into sloppy habits of work in surroundings un¬ 
necessarily dirty, where raw materials are wasted 
and unused tools litter the place, must expect his 
employees to ignore a lot of good rules essential 
to efficient production. 

6. When the good supervisor finds that one of 
his best employees has lied to him or violated an 
important work rule, the good supervisor thinks 
of himself as also partially guilty. He thinks of 
himself as also partially guilty because every em¬ 
ployee under his supervision cooperates because 
his supervision is good. And the bad employee is 
also partially bad because of bad or poor super¬ 
vision. 

When a normal employee lies to his supervisor, 
it means that the supervisor has not established 
the kind of relationship that produces frankness 
and confidence on the part of the employee. (Of 
course the chronic liar is another kind of prob¬ 
lem.) 

When a good employee knowingly breaks a 
work rule, the good supervisor realizes that he 
failed to train the employee to appreciate the 
sound reasons for the rule. 

In the long run, the good supervisor tends to 
attract and hold good employees. And the poor 
supervisor tends to attract and hold poor em¬ 
ployees. 

To the supervisor who finds that he has too 
many problems in discipline, the following 
"Don’ts” may be of help: 

1. Don't threaten an employee. Explain. State 
the facts. Let the plain facts tell their own story. 
If repeated explanatory statements of the facts 
do not produce satisfactory results, act. Weak 
men make threats and use sarcasm. 

The parent who constantly threatens his chil¬ 
dren seldom gains obedience. The parent who 
teaches the right and holds his children to good 
conduct gets the desired action without threats. 

2. Don’t criticiie or find fault only—point out 
the right. Stress the right. When an employee 
has knowingly failed to do the right, let him 
explain his side of the story before the repri¬ 
mand or criticism is made. Perhaps special cir¬ 
cumstances were involved. 

3. Don't blame “ higher-ups" for the rules. The 
poor supervisor hides behind the old dodge: 
“Don’t blame me for the rules—I didn’t make 
’em!” And every time the supervisor says that 
or its equivalent, he admits that he is not really 
a full-fledged member of management. Any rule 
that ought to be obeyed has a good reason back 
of it and the average employee knows it. The 
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average employee has greater respect for the man 
who stands on his own two feet than for the 
supervisor who passes the buck to someone else 
in management. 

4. Don’t try to make the wrongdoer feel guilty 
—try to get him to see the right. 

Perhaps you’ve seen a mother grab her small 
son by the shoulders, stare in his face, and yell 
at him: "Tell me you’re sorry or I’ll do so and 
so." In most cases, the mother is more interested 
in building up her own ego by wringing an ad¬ 
mission of remorse than in getting the child to 
do right. The child must learn to understand why 
right is better than wrong. 

The supervisor who likes to make the wrong¬ 
doer confess his guilt is likely to be the kind of 
sinner himself who feels bitter about his own 
sins when others confess their sins to him! 

5. Don’t carry the whole discipline load on 
your shoulders. Let the employees feel respon¬ 
sible for their own conduct and the conduct of 
their fellow employees. 

A good supervisor respects his own employees. 
He shows by his manner and conversation that 
he likes them, trusts them, and expects them to 
conduct themselves sensibly. His manner of 
brotherhood toward them helps to develop a feel¬ 
ing of brotherhood on the part of the employees 
toward each other. Sometimes their suggestions 
and influence will help to keep one of their fellow 
employees in line. 

Discuss your problems of discipline with your 
superior. Keep him informed and ask his advice. 
The two of you usually can handle any discipli¬ 
nary problem within reason. 

2. The Permissive Method 

In recent years many psychologists have 
given a good deal of attention to the use of 
nondirective techniques in psychotherapy. The 
usefulness of these methods has been demon¬ 
strated in dealing with some inadequately 
adjusted individuals. In the nondirective tech¬ 
nique, the individual subject or client is en¬ 
couraged to think through his own problem 
and develop a solution or procedure that 
appeals to him rather than to the counselor. 

A few psychologists have applied the 
method of nondirective or permissive prin¬ 
ciples to the training of supervisors. Permis¬ 
sive conferences differ from most other con¬ 
ferences in the fact that the leader does not 
attempt to teach principles verbally; he 


stimulates the members of the group to de¬ 
velop their own principles. 

After the audio-visual material has been 
presented to the group, the leader allows the 
members of the group to develop their own 
discussion and to discover answers for them¬ 
selves. The leader is cautioned to remain 
silent and wait for the members of the party 
to take hold, even though they may flounder. 
Even if the leader is asked to give help, he 
refuses to start the discussion. A basic prin¬ 
ciple is that what the leader tells is not im¬ 
portant; rather what the group members want 
to know must indicate where discussion should 
start. 

The leader does not take the position of a 
teacher or tell the group members what is 
right or wrong. They must find out for them¬ 
selves what is right. They must participate, 
explain to themselves, and develop their own 
insight. When the leader remains neutral and 
refuses to agree or disagree with the member 
of the group who makes a statement, the 
latter is left free to decide his answers, to 
decide how he feels, and what position he 
wishes to take on any issue. The leader does 
not take sides because taking sides is likely 
to start an argument. When an argument is 
started, some persons will disagree but remain 
silent. Instead, the leader compels members 
of the group, by his silence, to sweat through 
their own problem and take the position which 
they themselves finally choose. 

One of the chief values of the permissive 
or nondirective technique is in the contribu¬ 
tion which the technique makes to the per¬ 
sonality development of the leader himself. 
Very few discussion leaders can use a non¬ 
directive technique effectively unless they 
have a personality development that charac¬ 
terizes individuals who are emotionally secure. 
A leader who attempts to use the nondirec¬ 
tive technique with a discussion group cannot 
have a temperament that is characteristically 
on the defensive. He first of all must feel 
secure within himself as a person and be able 
to hear criticism of himself without emotional 
disturbance on his own part. Discussion lead- 
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ers who have learned to use the nondirective 
technique are likely to be individuals who 
have an unusually high type of emotional 
control and poise in social situations or they 
acquire such a level of social development. 
True personal leadership and long-term pa¬ 
tience in getting benefits from it are necessary 
for the effective use of the nondirective tech¬ 
nique. As yet, its application to the train¬ 
ing of supervisors has not been widely used, 
but it gives promise of considerable future 
effectiveness. 

3. RoU-foklng 

Role-taking (also called role-playing) is a 
grown-up form of "Let’s Pretend.” In the 
training of supervisors, the supervisor acts 
out a situation that involves a human rela¬ 
tions problem. The basic principles used are 
very old. Companies have used them for 
years to teach salesmen. Psychotherapists 
have employed them in the psychodrama 
technique. In recent years, studies made by 
Alex Bavelas, of the Massachusetts Institute 
of Technology, and his associates used the 
"Do and Learn” technique in the training of 
supervisors in handling human relations prob¬ 
lems. In the role-taking, the supervisors not 
only discuss the techniques which super¬ 
visors should use in dealing with employees 
but they also demonstrate them in the pres¬ 
ence of their colleagues. 

Several large industrial concerns have used 
the Bavelas studies as a basis for their super¬ 
visory training. In the American Type 
Founders Company and in other companies, 
the principle works as follows: 

1. The staff-training department calls a meet¬ 
ing of the foremen to set up principles for hand¬ 
ling a certain type of case. 

2. A foreman is briefed to be the "worker” 
in the role-taking—usually from actual case his¬ 
tories of labor disputes. 

3. Two other foremen, one at a time, are called 
on to hear the "worker’s” grievance, and deal 
with it. 

4. Recordings of the discussions are played 
back, and criticized by the two foremen-players 
first, then in open discussion. 

5. The group then decides how the grievance 


should have been handled. If there’s time, a fore¬ 
man and "worker” play the roles that way.” 

When supervisors are inducted into this 
form of training, they at first tend to dislike 
the idea. They feel that they are not actors 
and that the whole idea is a lot of foolish¬ 
ness. However, after several sessions have 
been conducted, the members of the group 
learn to enjoy the role-taking and begin to 
volunteer for roles. Sometimes a competitive 
spirit makes the sessions quite lively. Of 
course, some supervisors refuse to change 
their beliefs merely because they have seen 
others play a role with which they did not 
agree. 

Allan H. Tyler, training supervisor at 
American Type Founders, after the plan had 
been in operation about a year, noted con¬ 
siderable improvement in the ways in which 
supervisors handled their grievances. Quality 
and quantity of production rose. Supervisors 
spoke up at meetings with other management 
men. One of the last foremen to accept the 
principles developed under role-taking in¬ 
struction was a tough old-timer who ran his 
battery of machines and crew of men in the 
traditional manner. The first time this fore¬ 
man played a role, he had to handle a charge 
of carelessness: a worker accidentally had 
dropped a wrench into a machine, damaging 
it. The foreman, in demonstrating the role 
that he would play in such a situation, 
promptly fired the man in five acrid sentences. 

Then the old-timer watched while another su¬ 
pervisor took over the same role. The new man 
reprimanded the "worker” and showed him the 
right way to handle a wrench. After the playback, 
the old-timer still insisted he was right: A dope 
who damaged a machine ought to be fired. But 
the group voted him down; it decided a repri¬ 
mand and short layoff would be enough penalty 
for a first offense. At this point, the old-timer 
relented a little—maybe he had been too rough. 
Since then, Tyler reports, the foreman has 
mended his ways somewhat. Tyler credits the 
role playing with the change. 

Tyler believes the great value of role playing 
is this: Supervisors learn, by practice, to think 
on their feet. They never know what the "worker” 
will say next, hence they learn to make quick 




"II happens oul there oil the lime." 
the foreman reports to his superior 
and how well management knows it. 
In getting supervisors to handle griev¬ 
ances effectively . ATf had the tame 
problem that moil employers hove 
experienced. That's why the company 
sought a better woy to moke eoch 
foreman a human-relations expert. 




y 





Role-playing is a modern version of child¬ 
hood's play-acting with o serious pur¬ 
pose. Here the foreman ads out the role 
of the irate employee, pouring it on a 
younger foreman, who handles his parr 
as he would do it in the shop. 


ATF thinks it hot found the answer in role- 
playing o development in ptychotheropy 
which the company aims of its specific 
troining objectives. 


A 


A GRIEVANCE v»h«n 
first presented 
is usually a 


REQU ST 
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REQUEST 
COMPlfllN> 
GRIPE 'J 


Slill acting at the aggrieved employee. the 
loremon tries the routine on a supervisor 
who is on old hand. Unabashed, the old- 
timer mobilizes his experience, lays his argu¬ 
ment on I he line like the capoble veteran he 


The old-timer and the ,ounger 
loremon heor o recorded play 
bock ol then exchange with 
the oggnever. They ore critics 
ol eoch other ond ol them¬ 
selves. This gives them o 
chonce to stond oP ond check 
then own petlormonce. to see 
whot they did wrong. 


HOW TOHANDIE 
GRIEVANCE PRONIMS 


A discussion, led by training experts, 
clorihes whot good practice is. ond how 
it's best oehieved. Courtesy ol Business 
Week. 
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decisions under realistic pressure and anxiety. 
Then, too, they learn by seeing how others cope 
with situations. And—when they act an employ¬ 
ee’s part—they put themselves in the place of a 
worker and see his point of view. 

Other companies have had much the same ex¬ 
perience. Role playing is firmly set in training 
programs at Owens-Corning, Armstrong Cork 
Co., General Foods Corp., Sharp & Dohme, Inc., 
Esso Standard Oil, and elsewhere. The Michigan 
Industrial Training Council recommends it to its 
member-training directors. The American Society 
of Training Directors recently gave considerable 


time at a convention in Cleveland to a demon¬ 
stration of the technique. 

At least one union has adopted role playing. 
The Pulp, Sulphite & Paper Mill Workers 
(A.F.L.-C.I.O.) uses it to teach shop stewards 
how to handle workers who fancy they have a 
grievance, and how to put grievances effectively 
to foremen.” 

Role-taking is a process in which super¬ 
visors spontaneously act out problems that 
face them. It differs from demonstrations in 
the fact that demonstrations are previously 


The jour steps below were made famous during World War II in the Training Within 
Industry Program. They are one means of instructing a learner in a job. Not only 
do they seem applicable to teaching a job, but to all cases where an idea is being 
transmitted. 

FOUR-STEP METHOD 


Th« four slept 

1. PREPARATION: Prepare listener to 
receive new experience. 


2. PRESENTATION: Set the pattern in 
his mind. 


3. APPLICATION: Help him form 
habit. 


4. TEST: Check the success of your in¬ 
struction. 


How eo«h is occomplished 

1. Put learner at ease. 

2. Tell him the title of job. 

3. Explain the purpose of the job. 

4. Explain why he has been selected to 
learn. 

5. Help him relate his past experience to 
the job. 

1. Introduce him to tools, materials, 
equipment and trade terms. 

2. Demonstrate the job, explaining each 
step slowly and clearly. 

3. Review with him what he should know 
up to this point: Title of job, Purpose 
of job, Steps to be taken. 

1. Supervise his doing the job. 

2. Question him on weak and key points. 

3. Have him repeat until he has devel¬ 
oped the manual skills and/or habits 
of thought. 

1. Have him do the job alone. 

2. Inspect job against standards of per¬ 
formance. 

3. Discuss with him where he goes from 
here, whether to production work or 
new learning experience. 


Robert P. Cort, "How to Get an Idea Across,” Personnel, American Management Association, 
July 1951, pp. 46-51. 
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prepared. In role-taking, one of the group 
takes the part of the supervisor and the other 
member the role of the employee. The scenes 
are discussed by the members of the group 
and the skills and principles pertinent to the 
particular type of problem are clarified and 
stated. One of the chief values in role-taking 
is that it enables the supervisory trainee to 
participate in his own training. 

A fundamental concept of the modern fore¬ 
man or supervisor is that he is a teacher and 
a leader—not a boss. He realizes that if he 
is a poor leader, his record will show his 
weaknesses in the form of lowered produc¬ 
tion, higher costs, increased absenteeism, and 
numerous grievances. If he is a good leader, 
he also knows that he can prove the effec¬ 
tiveness of his supervisory methods by means 
of favorable production figures. Furthermore, 
he enjoys handling people. He gets as much 
thrill from a skillful handling of an “ornery” 
employee as a fisherman gets from landing 
a game fish. 

Schuyler Dean Hoslett has described ex¬ 
amples of good and poor supervisory pro¬ 
cedures: 

evelyn: (Getting up reluctantly and going over 
to Anne at the desk.) Well, Anne, you only 
made 30 units yesterday. Did you have any 
special trouble? After I brought you all your 
work, too. 

anne: I didn’t feel good. 
evelyn: Did you have any machine trouble or 
anything? 
anne: Yes, I did. 

evelyn: Well, why didn’t you put your little red 
light on? 

anne: I don’t know. I guess I forgot. And the 
thread breaks all the time. 
evelyn: Well, you should tell me about those 
things so I can help you. You’ll do that 
after this, won’t you? And you’ll try to do 
better too, won’t you? 

anne: Yes, but I don’t know if I can. It’s hard 
to do. 

trainer: That’s fine. Now let’s talk about this 
case. 

The role-taking continues with suggestions 
of using check studies and additional train¬ 
ing. In the discussion of “making excuses,” 
the Personnel Manager thinks the supervisor 


should find out whether the girl has any 
personal problems. Because the trainer knows 
that Evelyn has caused resentment by prying 
into personal affairs of her girls and because 
he wants to criticize the argumentative tech¬ 
nique without criticizing her personally, he 
set up a special situation. 

trainer: Let’s see how Mr. Jones (the Person¬ 
nel Manager) would tackle this problem. 
I’ll be the girl, the same girl Anne was last 
time. (Sits at the "machine.”) 
mr. jones: Well, it just seems to me this way. 
There’s lots of things that might be holding 
the girl back. Possibly she got a letter from 
her boy friend that had bad news in it, or 
something like that. 

trainer: Well, let’s try it out and see how it 
works. 

MR. jones: (Getting up from his chair.) What 
did you say your name was? 
trainer: Dottie Sholley. 
mr. jones: (Now acting the role of supervisor.) 

I have some bad news for you here, Dottie. 
It seems you have fallen down a little in 
your units. What seems to be the trouble? 
trainer: Well, I didn’t feel so good. 
mr. jones: But when you asked me to be your 
supply girl you seemed to be feeling well 
enough. 

trainer: Well, I got some machine trouble and 
that slows you up. And these old threads 
break all the time. You can’t do much when 
that happens. 

mr. jones: (Pauses for a moment.) Did you go 
to the show last night? 
trainer: No. 

mr. jones: Anyone in your family sick? 
trainer: No. 

mr. jones: Did you have a date last night? 
trainer: No! I’m married. 
mr. jones: And you say you haven’t been feel¬ 
ing well? 

trainer: No, I wasn’t feeling well, but that was 
just yesterday. 

mr. jones: You don’t feel sick most of the time? 
trainer: No, that was just a little stomach trou¬ 
ble. There’s nothing wrong with me. 

MR. JONES (laughing): You're sure bucking me. 
I give up! 

bill: If you let them get into an argument with 
you. you’ll never get out. They answer and 
answer and answer. 

trainer: Thanks. I certainly was being a tough 
one. Now let me give you my reactions. 
When you came up saying you had bad news 
I felt nervous. I didn’t like that, so I was 
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sort of on the defensive. I was thinking, now 
what am I going to say? I thought of some¬ 
thing, and then while I thought of that I 
thought of something else to have ready for 
the next question. Then he asked me about 
my family and that scared me. I thought 
maybe something was wrong. Then he asked 
me if I had had a date, and I was married. 
That made me so mad I nearly slapped him. 
And when he asked me again about my 
health I tried to assure him that I was in 
good health because I was afraid maybe he 
would fire me if he thought I was sick all 
the time. Now, this is the toughest kind of 
case you will get. A girl who doesn’t do what 
she can do, and you just can't find out why. 
Now would you like me to try the skunk oil 
method? 

bill: Yeah, I think so. 
trainer: O K. You be the girl. Bill. 
bill: Sure, I’ll answer your questions. 
trainer: You try to be the same girl that Anne 
was and that I was. Be as tough as you 
want to. 

bill: O.K. (Sits down at the table.) 
trainer: ( Approaching Bill with the sheet in his 
hands.) Hello, Dottie. Here's the unit sheet 
for today. Let’s sec, where is your name? 

(Turning the sheets with Bill's help.) I 
guess it’s over on another page. What have 
you been doing? 
bill: Well, I made 30. 

trainer: How does that compare with what 
you’ve been doing? Is that good for you or 
not so good? 

bill: Well, I have done better. 
trainer: How long have you been on the job? 
bill: Oh, about eight or ten weeks, but they 
change me around so much. 
trainer: How long have you been on this job? 
bill: About six weeks. 

trainer: Well, it usually takes a girl three or 
four months to make 60. You say you have 
done better? 
bill: Yes. 

trainer: Have any trouble yesterday? 
bill: Yes, the thread breaks all the time. And 
I had such little bundles. I had to get more 
all the time. 

trainer: Oh, I’m sorry. I told you yesterday I 
was going to bring you a lot. 
bill: But they’re too little. You run through 
them in no time. 

trainer: What you want to do is not worry 
about your progress one day or another 
day. How much do you suppose you will 


make a week from today? Maybe you'll get 
some small bundles and maybe your ma¬ 
chine will give you trouble, but counting 
that in, what do you suppose you will make 
in a week? 

bill: I don't know. I might make 40 or 4S. 
trainer: You think you could make 40 or 45! 
Why I've known girls who have taken three 
or four weeks to get up there from 30! 
What’s the best you have made? 
bill: I think it’s 48. 

trainer: Well, maybe you could then. How'd 
you like to try and make 40 by next Fri¬ 
day? 

bill: You mean just do 40 by next Friday? 
trainer: Yes, that gives you a good chance in 
spite of machine trouble and those things 
that you can't help that come up. Do you 
think you could do it? 
bill: I believe so. 

trainer: Now I don’t think you can do it if you 
have troubles that aren't your fault. Now 
on the matter of thread breaks, sometimes 
that's the way you hold your cloth and 
sometimes the trouble is with the machine. 
When you get trouble like that, we can call 
the mechanic in or we can get the trainer 
over to see what’s wrong. You want to have 
perfect working conditions. I’ll come over 
Friday to see if you’ve made it, and I’ll 
come around every other day, too, to see if 
I can help in some way. (End of role- 
Playing.) 

MR. JONES: Fine! 

trainer: I don’t think I did that very well, but 
I was trying to use a different technique. 
Now what’s the difference? 
mr. jones: Well, you weren’t on the defensive 
all the time. 

trainer: You mean Bill didn’t put me on the 
defensive? 

bill: What he means is when you were the 
operator you answered him back. And I 
could answer all your questions to me this 
time, but there never was any blame on 
me. 24 

The discussion continued for fifteen minutes 
on the details of how to avoid arguments, 
putting a person on the defensive, the use 
of production goals, why the trainer tried to 
make a goal out of the lower of the two esti¬ 
mates given by the girl, and so on. 
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Conclusion .- 

There is no standard spiel which can fit every 
situation, no standard spiel that will work with 
every kind of personality. More important than 
the specific words are the attitudes the super¬ 
visor brings to this kind of discussion. If he tries 
to build up a fellow instead of tearing him down, 
if he sets up a goal the worker can accomplish, 
the chances are pretty good he will get coopera¬ 
tion. 2 * 

Role-playing, when properly used, helps 
the supervisor to make theories in human 
relations techniques fit into and become inte¬ 
gral parts of his personality. 26 

The results of a survey of companies who 
use or had used role-playing show that the 
chief benefit of this technique is in developing 
human relations skills. There are other bene¬ 
fits, too: The members of the group partici¬ 
pate more, they become interested in their 
co-workers and subordinates, and they gain 
confidence in handling problems in interper¬ 
sonal relations. Over half the companies polled 
thought that role-playing was useful in han¬ 
dling morale, teamwork, attitude improve¬ 
ment, and grievance problems. 

There are disadvantages to role-playing, 
also. Among these are the fact that it takes 
too long and it fails to present the material 
in true perspective. Hence, it is unnatural. 
Some management men feel it is unwise to 
use this device because it produces occasional 
embarrassment. A few are reluctant to use 
it because it takes too long to get the group 
to feel at ease. The authors, however, thought 
that most of the disadvantages were of the 
sort that could be overcome if the role-playing 
procedures were improved. 27 

Recently it has been found that there is a 
high degree of correlation between what is 
called role-playing and interpersonal adjust¬ 
ment. We define role-playing as one’s ability 
to perform a given role, and interpersonal 
adjustment as the “ability to perform roles 
that are recognized to be situationally and 
socially appropriate.” Role-playing is also 
defined in some cases as empathy, or identifi¬ 


cation with another person or situation. A 
person who can identify with the problem of 
another or who can perform a role that is not 
natural to him with a degree of success has 
been found to be well adjusted to his social 
situation. It then follows that if one’s role 
playing ability changes, that it is marking a 
change in one’s interpersonal adjustment. 2 * 

The effectiveness of personal relationships 
in industry depends upon specific social skills. 
Like other skills, they may be learned by 
practice. Thus far, the most effective method 
for teaching these skills appears to be the 
common-sense one—“Watch others, let others 
watch you, discuss and evaluate differences, 
and try it again.” Alex Bavelas has described 
the principles and procedures of role-playing 
in several published articles. Excerpts from 
one are: 

...Group discussion may effect considerable 
changes in motivation, and may raise the group’s 
level of understanding regarding the problems of 
face-to-face relationships, but it is not very 
effective in transmitting behavioral skills. It is 
this defect in the discussion method that has led 
individuals interested in the problem of training 
social skills to experiment with role-playing. The 
central idea of role-playing is the assigning of 
roles to various members of the training group 
and the acting out of problem situations... . 

.. .Whatever the form of role-playing, 
[strictly-defined roles, or highly-spontaneous 
roles], if it is well planned and directed, the 
following advantages for teaching are usually 
gained: 

1. Playing a role before an "audience” makes 
an individual self-conscious. Since the purpose 
of role-playing is not to present a finished per¬ 
formance. this self-consciousness is desirable be¬ 
cause it makes the individual aware of his actions 
in a new way.... He becomes as it were, "sensi¬ 
tized" to himself. 

2. ...The foreman who is playing the role of 
a worker can report how it made him feel 
when the foreman treated him the way he did. 
This helps the trainees to get a better insight 
into the effects of their actions on others. 

3. Rotation of roles causes certain factors to 
operate: 

a. the individuals waiting for their turn 
take full advantage of the chance to see what 
the fellow "at bat" will do, and thus eliminate 
errors from their own performance. 
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b. the individuals who have already been 
at bat, elated with their success or chagrined at 
their errors, are also only too ready to find and 
point out the good and bad points in the current 
play. 

c. very often an individual who has just 
played the role of foreman takes the role of 
worker in the very next play. For him this offers 
the stimulating experience of “feeling the differ¬ 
ence" between the foreman’s and the worker’s 
position in a difficult situation. 

4. Role-playing shows you how to do some¬ 
thing rather than telling you how to do it. 

5. People learn by doing. 

...Several years of trial and error in the use 
of role-playing in management training seems to 
indicate that an effective procedure for teaching 
specific skills requires (1) the use of carefully 
planned “stereotype’’ situations as basic training 
material, and (2) rather dose controls of all 
roles being played, with the exception of the role 
primarily under consideration—that one being 
left entirely free to be played as the individual 
sees fit. 

...And there is always the task of construct¬ 
ing the situations which will be acted out. Almost 
always they must be planned anew for each 
group and organization, and it is not easy to find 
the problem situations which will yield the most 
fruitful material. It may appear on the surface 
that certain types of problems are common to all 
foremen—attendance, discipline, work delegation, 
employee training, etc. But in reality these are 
areas of responsibility, not problems.... The 
planning of situations for role-playing rests 
finally not upon generalizations from the picture 
of industrial management as a whole, but upon 
individual diagnosis of the organization in which 
the training is to be done. 

...The question often arises "Granted that 
role-playing is an efficient training method, can 
individuals be trained to use it?” The answer is 
a qualified "yes,” based upon both failures and 
successes. Attempts to train individuals to direct- 
role-playing yield very questionable results when 
reliance is placed upon lectures, demonstrations, 
and trainers’ manuals. Experience indicates what 
should have been self-evident: that the directing 
of role-playing can best be taught by the use of 
role-playing itself. 29 


To Bo Effective/ the Training of 
Supervisors Must Be Done in 
a Favorable Leadership Climate 

Paradoxically, several studies of the effec¬ 
tiveness of certain training programs for su¬ 


pervisors have indicated that the supervisors 
were less effective after than before training! 

The reason for this finding can be attributed 
to the kind of leadership climate to which 
the supervisor returns after training. If his 
superior is authoritative, arbitrary, and pro¬ 
duction-minded rather than employee-cen¬ 
tered, the supervisor will fit his practices into 
the established pattern, not into the pattern 
taught him in the training program. 

The conflict between his situation as he 
feels he must function in it and his new 
desires to adopt better methods may cause 
him to become confused. He may adjust to 
the problem by some form of aggressive 
behavior. 

Many a supervisor has said of his training 
program: “A wonderful program but when 
does my boss get it!” 

The kind of superior under whom the fore¬ 
man or other supervisor operates is more 
closely related to his behavior than the kind 
of training course he has taken. This indicates 
that the answer to the improvement of super¬ 
vision in industry must include top manage¬ 
ment men as well as the supervisors . 10 Many 
companies are doing this through the numer¬ 
ous workshops for executives such as those 
conducted by the Graduate School of Busi¬ 
ness Administration, University of California, 
Los Angeles; National Training Laborato¬ 
ries, NEA; and others. 

Sensitivity Training for Supervisors 

One of the most promising methods of 
training supervisors by the group method has 
been developed by psychologists in a work¬ 
shop for executives at the University of Cali¬ 
fornia, Los Angeles. 

“Sensitivity training” is an approach to 
management development programs which 
emphasizes that supervisors should see them¬ 
selves and others realistically, understand 
their own feelings and prejudices, and be 
sensitive to the ways people relate to each 
other. As the trainees examine themselves and 
the impact they have on one another, they 
also develop specific skills for the handling 




"Sensitivity Training," a program 
usually limit'd to li/teen persons in a 
group, mot's possible o high level o I 
individual involv'm'nt. 

Unstructured discussion among partici¬ 
pants h'lps them to gom a now I "ling 
about th'ir human r'lotions problems. Hot' 
a small group of 'I'Cutiv's and community 
leaders at th' University of California, 
lot Angel't, utilize an informal circl' 
arrangement to promote conversational 
atmosphere. 



of various human relations problems. T hi s 
novel training approach, clinical in its orienta¬ 
tion, has resulted in far-reaching changes in 
the ways in which people work together on 
management teams. 

Aims of Sensitivity Training 

1. Each trainee should get a better picture of 
the kind of person he is. 

2. Each trainee should check the accuracy of 
his perceptions as to what other people are like. 

3. Each trainee should obtain more relevant 
factual data. 

4. Each trainee should develop new ‘‘human 
relations” skills, including ways of dealing with 
conflicts and tensions. 

5. Each trainee should be helped to become 
more aware of "group process.” those forces 
unique to a group which ultimately may result 
in its success or failure. 

The Nature of the Training Process 

1. The training is “feeling-oriented" as well as 
"content-oriented." The participants learn to deal 
not only with specific cases and examples from 
their "on-the-job" situations, but also to analyze 
their own reactions and feelings toward one an¬ 
other and toward the situations in which they 
become involved at the training session. 

2. Each person attempts to keep his concept 
of himself intact, and little training impact can 
be expected unless the trainee is able to examine 
his "self-concept,” to re-evaluate it, and to insti¬ 
gate those changes which he feels would benefit 
him. 

3. The training design is partly unstructured. 
Opportunities are provided for the trainees to 
decide what they want to talk about, what kinds 
of problems they desire to deal with, and what 
means to use in reaching their goals. 

4. Auxiliary training devices and techniques 
are utilized to facilitate the interaction process 
among the participants. 

5. A permissive atmosphere is maintained. 


Experience shows that if participation in the 
training process has been effective, the first im¬ 
pact will probably occur in the trainee’s own 
perceptions of himself and others. His new self- 
assessment may lead to more confidence and 
security, and to less anxiety in his day-to-day 
relations on the job. Next, the repercussions of 
such insights will probably be felt by those with 
whom he deals. He may "blow up” less often, 
turn an attentive rather than a deaf ear to sug¬ 
gestions, or play a more constructive role in staff 
meetings. As he begins to feel his way and 
explores new behavior patterns, he must be sup¬ 
ported by his co-workers to utilize the under¬ 
standing and skills which he has learned. He 
needs an environment where human relations 
practices are part of the total organizational phi¬ 
losophy, where "gimmicks" and manipulative 
devices arc recognized and deprecated for what 
they are. 

As yet, the results of sensitivity training have 
not been subjected to a rigorous scientific anal¬ 
ysis to ascertain the specific type and direction 
of changes which have undoubtedly taken place. 
However, reports from both trainees and co¬ 
workers indicate that this method of training 
does lead to greater "human relations" know¬ 
how. which in turn often seems to be followed by 
higher productivity, better morale, and lower 
turnover. Sensitivity training, of course, is not a 
"cure-all" for every organizational problem; 
there are too many other technical and admin¬ 
istrative aspects to effective management. We do 
see it. however, as an exciting development in 
executive training—with a future rich in promise 
and in potential rewards. 11 

Sensitivity training has been in a continu¬ 
ous state of transition during the past fifteen 
years. As a result, important changes have 
taken place in design, methods, and objec¬ 
tives. The earlier emphasis on group variables 
has moved to a “relatively greater attention 
on individual dynamics and the unfolding of 
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a more fully functioning personality.” The 
stress on the development of interpersonal 
skills has given way to a greater concern with 
the individual’s understanding of himself, 
particularly his rarely faced feelings about 
himself, and the better appreciation of the 
direction of his central life values. The major 
emphasis has moved from the individual’s 
neurotic tendencies to “the release of his 
potentials for richer, more constructive, satis¬ 
fying living .” 32 

Sensitivity training is a general term often 
applied to programs in which personal experi¬ 
ence in a group is used to aid individuals in 
becoming more fully aware of themselves, the 
ways they affect others, and the ways others 


react to them. Such programs are now con¬ 
ducted in all major regions of the country as 
at the Western Training Laboratory at Lake 
Arrowhead, California and at the University 
of California, Los Angeles, where some twenty 
workshops have been conducted under the 
auspicies of the Institute of Industrial Rela¬ 
tions and the Graduate School of Busi¬ 
ness Administration. “The Managerial Grid,” 
keyed for achieving production through peo¬ 
ple, is centered at The University of Texas . 31 
National Training Laboratories of the Na¬ 
tional Educational Association conducts ses¬ 
sions at Bethel, Maine; at Arden House 
Campus (Harriman, N.Y.) of Columbia Uni¬ 
versity, as well as in other areas. The Ameri- 
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can Management Association has organized 
and sponsored numerous groups in many 
areas. These latter two organizations usually 
refer to their groups as T-Groups. The pro¬ 
grams and techniques as well as the sponsor¬ 
ship vary but the underlying approach and 
purpose usually stem from sensitivity train¬ 
ing. 

Sensitivity training should not be confused 
with group therapy. Its purpose is not therapy 
because in the great majority of members, 
the individual already functions in a relatively 
effective and happy manner. It does hold 
much promise for the development of leaders 
who can meet some of the human relations 
challenges of this evolving age. The leader 
will continue to play an important role in 
the future as well as in the past. 

When six outstanding men of the behav¬ 
ioral sciences conducted a round-table dis¬ 
cussion held at a management conference, Na¬ 
tional Industrial Conference Board, January, 
1963, tribute was paid to the leader as indi¬ 
cated in the comments of three of the men, 
reported as follows: 

chairman newman: Somehow or other, back 
in the years of history, it seems to me that the 
brilliant leader accomplished the miracles of the 
world. He is the person who. single-handed and 
alone and all by himself, has gone out in front 
and carried people to great heights; without the 
leader the people seem to have milled around 
restlessly and done nothing. 


You behavioral scientists have given the im¬ 
pression that if you create the right climate, 
right situation, right interpersonal relationships, 
you don't need a leader. Do you mean this? 

douglas mccregor: The business of creating 
the right environment, right goals, right challenge, 
right method of control—that for me is leader¬ 
ship. 

DON scoutten : Needless to say, I don’t believe 
this. Years ago, I was the principal of an elemen¬ 
tary school in Ohio where we were keenly dedi¬ 
cated to the principle of the child-centered school. 
We said, "We will put these children in the right 
atmosphere and climate, but we will not force 
them. We will not teach them to read, for ex¬ 
ample. until they have developed a desire, a 
readiness, for reading.” 

Well, you know, some of those little beggars 
were smart enough to figure out what the gim¬ 
mick was and they never did show any interest 
in. or readiness for, reading. We turned out 
damned fine carpenters who built footstools and 
birdhouses for years, but, unfortunately, they 
were illiterate. 

When you say. in effect, you don't need leader¬ 
ship. all you need is the right environment, you 
are kidding yourself. People ain't that smart! 
And they aren't that good, and they aren’t that 
creative, and they don't have that degree of 
integrity. 

It is an overstatement to suggest you don’t 
need a strong man to lead. It doesn’t follow that 
a strong man becomes a dictator and ignores the 
possibilities of the group’s contributions. He is 
a fool if he ignores the possibility of tapping the 
creative powers of the group, but he is equally 
a fool if he says. "They don’t need a leader. I 
will turn them loose.” 

DOUGLAS mccregor: I agree 100%. 34 
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PROJECTS 


1. Discuss the good and bad aspects of the fore¬ 
man’s procedure described in the following 
example. 

I recall a situation where a foreman in 
charge of an unloading crew went to the 
superintendent and recommended that inas¬ 
much as certain roller conveyors had been 
put into use in the unloading of cars, a reduc¬ 
tion in the tonnage rate paid to workers for 
unloading cars should be put into effect. His 
recommendation was accepted and a reduc¬ 
tion in rates was installed. 

In announcing this reduction to his work¬ 
ers, the foreman explained to them that the 
superintendent had called him in and told 
him that rates would have to be cut. 

"In spite of everything I could do and in 
spite of every argument I could put up against 
this cut in rates, the superintendent insisted 
it had to be done anyhow," the foreman 
explained. 35 

2. Construct a rating scale for the use of a 
supervisor who wishes to have his employees 
rate him on his supervisory characteristics and 
ability. Keep the tone and purpose of the rat¬ 
ing scale constructive rather than critical in 
nature. 

3. Tell how you would deal with the following 
kinds of employees who are in need of execu¬ 
tive attention: 

a. The employee who asks for a raise but 
does not deserve it. 

b. The employee who thoughtlessly gives a 
company secret to a competitor. 


c. The rank-and-file employee who masquer¬ 
ades as an important executive of the com- 
pany. 

d. The salaried employee who was absent 
because of intoxication. 

e. The employee who pads his overtime card. 

4. What rules should the supervisory executive 
follow, in order to be certain that his instruc¬ 
tions to an employee are thoroughly under¬ 
stood by the employee? 

5. What should be done by the executive who 
happens to appear unexpectedly among a 
group of workers on a day-wage basis of pay 
and finds that most of them are loafing on 
the job? 

6. Tell how the autocratic type of executive 
might handle the cases listed in this chapter. 
What would be some of the possible reactions 
of the employee in each case? How could an 
intelligent, well-adjusted employee handle 
himself in such circumstances? 

7. Several researchers have found that em¬ 
ployees tend to do more work when they have 
a supervisor who gives them little close super¬ 
vision, allowing them to feel responsible for 
their own work. What are some of the dangers 
or difficulties in such supervision? 

8. Review the characteristics of one of your 
former supervisors or a present supervisor. To 
what extent does he apply the supervisory 
practices that develop teamwork? 
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COMMUNICATION IN 
INDUSTRY—MORALE 
SURVEYS AND MEDIA 
FOR COMMUNICATION 


Five thousand years ago an ancient Egyptian 
by the name of Ptah-Hotep wrote: “If you are in the position of one 
to whom petitions are made, be courteous and listen to the petitioner's story. 
Do not stop his words until he has poured out all that is in his heart 
and has said all that he came to say. A man with a grievance 
loves the official who will accept what he states and let him 
talk out his trouble fully. A kind word will illuminate his heart, 
but if an official stops the flow of his words 
people will say, ‘Why should that fellow 
have the power to behave this way?’ ” l 
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^Jystematic surveys of employee attitudes 
began in the early 1920’s. Now similar investi¬ 
gations are made each year in hundreds of 
companies with thousands of employees. One 
reason for the growth of attitude surveys in 
industry is the need for better communica¬ 
tion with employees. Managements realize 
that they are often unaware of their workers’ 
true feelings and resentments. 

If you have been at all alert to social situa¬ 
tions, you have had the experience of talking 
to a person who did not respond to what you 
were saying. You talked and he talked but 
you realized that he did not get meaning from 
what you said. Perhaps you, too, failed to get 
meaning from what he said. 

Communication can be defined as the con¬ 
veying and exchanging of meanings. Recently, 
it has become a highly appreciated problem in 
modern industry. Actually, the problem is as 
old as civilized life. Civilized life has always 
depended on communication. The reason why 
the problem is now gaining more attention is 
not because of a change in the nature of the 
problem but in our constantly developing com¬ 
plexity of modern industrial life. We now 
realize that as work teams have grown in size 
our techniques have not kept pace with the 
needs for intra-team and individual communi¬ 
cation. 

The Need for Improved 
Communications in Industry 

Many communication relationships between 
managements and men are based on the as¬ 
sumption that the employees are interested 
in the same things as management: profits, 
lower prices, efficiency, and free enterprise. 

Actually, the individual employee does not 
see things the way management does. The 
things important to management are not 
necessarily important to the employee. Man¬ 
agement does not have an obligation to reform 
the employee who sees his situation in a 
manner quite different from the way manage¬ 
ment sees it; management does have the 
obligation to arrange its relations with 


employees so that both management and 
men can work together harmoniously and 
effectively. 

Effective communication is a fundamental 
skill of modern management. Productivity in 
industry is largely a result of work team per¬ 
formance, the work team consisting of all 
members of an organization: officials, execu¬ 
tives, supervisors, department heads, rank- 
and-file employees, and all their colleagues. 
Communication as a term used in industrial 
situations usually implies the two-way con¬ 
veying of ideas: upward to management as 
well as from management downward to sub¬ 
ordinates. 

The effectiveness of communication often 
depends upon psychological factors such as 
attitude, motivation, skill, and the psychologi¬ 
cal climate where the words are used. Anyone, 
for example, who has participated in labor 
negotiations between an employer and a union 
knows that weeks of discussion may have 
taken place but there may have been very 
little real communication. There may have 
been much talk and little listening on the 
part of both parties to the controversy. Round 
the clock negotiations may have produced no 
agreement because deep-seated resentments 
prevented a meeting of minds. 

Personality characteristics influence and 
are related to a person’s attitudes and beliefs. 
Several research studies have demonstrated 
such relationships. Social scientists have, for 
example, studied the connections between atti¬ 
tudes toward big business and personality. 
Personal factors condition attitudes and be¬ 
liefs as reported in this example: 

Suppose a man tells the interviewer that prices 
are too high, that big business is running every¬ 
thing these days, that the small fellow gets no 
break, and that all labor unions are run by 
gangsters. If this is all we know about the man, 
we are not very near to understanding him. We 
can perceive his bitterness and know that he 
probably does grind an axe when these attitudes 
are tapped. But we cannot see any sources of his 
feelings; and. most of all. we are still in the dark 
completely on how one might seek to change his 
attitudes. 

Suppose further, however, that we discover 
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that this man feels isolated, is a poorly paid low- 
ranking clerk, feels left out of the main stream 
of life, and that he has risen from a manual 
laborer’s background, though he does not feel 
he has lived up to his own expectations. We can 
now better understand the connection between 
his expressed attitudes and his private world. 2 

Studies such as this one have emphasized 
to business leaders the need for training in 
psychological insight into the factors that 
color and control attitudes. Communications 
research has given impetus to the need for 
training in sensitivity to the other person’s 
wants, to the need for facing frankly one’s 
own wants, and to the establishing of a system 
of “feedback” in industry whereby the 
employee can give the communicator—the 
executive—a better understanding of the em¬ 
ployee’s ideas and needs. Most communica¬ 
tion in management-employer relations is 
downward—only a trickle takes place in the 
other direction. 

Management men who think that they have 
developed good lines of communication down¬ 
ward, upward and horizontally within their 
own organizations, often find that bottlenecks 
block the channels. The bottleneck may be in 
the form of individual supervisors who garble 
the message transmitted or they may be in the 
form of human motives, attitudes, and aspira¬ 
tions that management has failed to appreci¬ 
ate. The higher a man goes into management, 
the more he becomes dependent on the accu¬ 
rate exchange of information on all levels of 
his organization. 

Every experienced person in industry knows 
that status relationships of superior-sub¬ 
ordinate—formal organization structure—slow 
down the free interchange of information, 
ideas, suggestions and questions. The sub¬ 
ordinate tends to tell his boss only what the 
latter is interested in hearing, and to cover 
up mistakes, failures, and bad news. He dis¬ 
torts information going up. This distortion 
also takes place in information going down. 
The superior does not always explain his 
problems to his subordinates. 

In progressively managed companies, these 
status differences are not especially prominent 


in boss-employee relations. Each looks upon 
the other as a colleague in performing work. 
Well-managed companies realize that the 
spirit of colleagueship and openness of com¬ 
munication channels are not always operat¬ 
ing as well as possible. Surveys of the situa¬ 
tion are necessary to reveal bottlenecks, 
irritation points, and the effectiveness of 
management’s messages. 

Methods of Keeping Track of Morale 

One investigator defined morale as the feel¬ 
ing of well-being that an individual experi¬ 
ences when his needs are being fulfilled to 
his satisfaction . 1 Other investigators regard 
morale as a synthesis of employee attitudes 
toward the employment situation. In general, 
it is regarded as a combination or complex 
of employees’ attitudes which arise from the 
ways in which they perceive the factors in 
their work situation. It often influences the 
speed with which activities are carried out. 

Several methods have been developed for 
getting factual reports of what employees 
think about their jobs, their supervisors, and 
their working conditions and of what they 
like or do not like about them. 

The standard methods used to keep track 
of morale conditions are three: 

Analysis of Company Records 

Ups and downs in employee attitudes can 
be deduced to some extent from production 
and spoilage records. Marked changes in the 
production output of employees and increases 
of rejects from inspection of work produced 
are signals that something is happening to 
morale. 

Attendance records may be significant.'A 
morale sag may show up in excessive sick 
leaves, habitual tardiness, long lunch periods, 
and early quitting. Safety records, too, bear 
examination. Frequency of one-day absences 
has been found to be an especially reliable 
measure/ One study showed that workers in 
low absence groups at Detroit Edison revealed 
that they usually felt free to talk over job 
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problems with their supervisors whereas those 
in high-absence departments did not. The 
former also reported that their supervisors 
held group discussions with them and were 
even willing to listen to their off-the-job 
problems. 5 

Employee Committees 

These are used in some of the larger corpo¬ 
rations. Committees, consisting of members 
from employee ranks, can indicate morale, 
spot causes of dissatisfaction, and help cor¬ 
rect them. Any number of committees, each 
with a special field to cover, can be set up. 

A large department store, for example, was 
dissatisfied with employee morale as reported 
by members of the personnel department and 
by supervisors. The management set up 22 
committees, each with 20 members, to work 
on every conceivable phase of the morale 
problem. In the first two months, 500 specific 
complaints were received and processed. The 
store eliminated over half of the trouble spots 
at a cost of a few hundred dollars. 

Morale Surveys 

The most widely used systematic method 
is the employee attitude survey, or opinion 
poll, administered in questionnaire form. 

This type of survey consists of a list of 
carefully prepared, written questions about 
the work situation which employees are usu¬ 
ally asked to answer on an anonymous basis. 
If properly administered, tabulated, and inter¬ 
preted, these responses give a representative 
picture of what employees think about the 
areas covered by the survey questions. The 
survey responses thus become a report of 
employee opinion or morale. The survey is 
often conducted for a company by an out¬ 
side consultant such as a psychologist or by 
an industrial relations consulting firm. In most 
cases, technical know-how is required. Fur¬ 
thermore, outsiders are better able to keep the 
operation on a strictly confidential basis. 6 

Generally, the survey is conducted so that 
no information can be traced back to the 


person who gave it. Employees must be as¬ 
sured that they can express criticisms without 
any retaliation being possible. Also, they 
should understand why their answers are 
sought, that management is sincere in asking 
the questions, and that complete frankness 
will be helpful to both management and em¬ 
ployees. 

Questions for on Employee 
Relations Survey 

The questions should express the spirit and 
purpose of the advanced change in thinking 
that has taken place in regard to modern 
employee relations. Formerly, employers 
thought that they should be most concerned 
about whether employees were contented in 
their jobs, liked the conditions of work, 
fringe benefits and other welfare aids. Mod¬ 
ern managements realize that happiness and 
contentment are by-products of the employee’s 
opportunities to achieve his own self-actuali¬ 
zation in his work. 

Yale J. Laitin, President of Survey Re¬ 
search Associates, has stated basic principles 
for making employee attitude surveys that 
express the principles learned from behavioral 
science studies: 

1. In drawing up the questions, emphasize the 
company's operations, policies, and procedures. 
Give people a chance to talk about their on-the- 
job situations. Think oj morale as ",the drive to 
work well’ rather than as "contentment.” 

Nowadays, though questions about "content¬ 
ment" are still included, a good many surveys 
are also probing company operations and asking 
about specific policies and procedures—the issues 
most directly related to work accomplishment. It 
has become clear that in most American business 
firms workers and managers alike are more 
deeply frustrated by ineffectiveness in operations 
than by discontent with personal conditions. 

Said an hourly worker in a chemical plant, 
"I get annoyed about our poor parking lot, but 
I can put up with that. What really gets me 
down—and I’ve lost sleep over it—is the way 
we waste so many batches because of production 
variances. This is no way to run a company.” 

A project engineer in a rubber company said, 
“I'm paid well and treated fine, but I’m looking 
for another job because I can’t stand the buck- 
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passing here. No one is willing to say, ‘O.K., 
let’s do it,’ and I’m not free to do it on my own. 
I spend more time getting initials on authoriza¬ 
tions to do things than I do on engineering, and 
I’m fed up with it." 

A tool-maker picked up the piece of steel he 
was grinding and polishing and said, “See this? 
To me this is beautiful; I like to look at it and 
feel it and know it is just right. But when that 
hand truck comes through, it makes the grinding 
wheel chatter, and that flaws the tool. I stop 
grinding whenever I hear the truck coming, but 
I don’t always hear it. I wish I could figure out 
an answer.” 

2. Administer the survey not only to hourly 
workers but to all executives, supervisors, re¬ 
searchers, technicians and engineers, salesmen, 
and the like. The questions should, of course, be 
tailored to each specific group. 

Survey Research Associates' studies of 1,263 
salesmen in 11 companies found that the 149 
top producers tended to be more customer-ori¬ 
ented and business-oriented than the 133 lowest 
producers. While the low producers accepted the 
status quo in their companies’ performance, de¬ 
livery was never efficient enough to suit the top 
producers, and they were dissatisfied, too, with 
the way the home office handled their special 
requests for customers. The top producers were 
restless, always eager to provide the best possible 
service, price, product, and salesmanship. Clearly, 
the real pay-off would come from studying the 
top producers’ responses for ideas on building 
sales and the low producers’ responses for clues 
to the reasons for their poor performance and 
to the flaws in the company’s selection methods. 

As Albert F. Watters, General Foods’ Vice 
President of Personnel, has noted, “The re¬ 
searcher, the engineer, the marketing specialist, 
the manager, the outside salesman are typical of 
[the] key people whose contributions to corpo¬ 
rate growth and profitability far outweigh their 
numbers as expressed as a percentage of payroll. 

...Their needs must be considered from a differ¬ 
ent perspective than that traditionally taken with 
respect to mass groups of factory employees." 7 

3. Involve all top executives in the survey as 
fully as possible at the very start. 

...the need for involving top management 
right from the start is now being recognized as 
an integral part of survey procedure. The most 
effective way to do this is to give a voice in the 
initial decisions about the survey-including 
whether it should be held at all—to all execu¬ 
tives who will be called upon to direct the follow¬ 
up. They should be made to understand that the 
survey is intended as a tool for their use as 


managers, not as a means of evaluating them. 
Accordingly, they should be individually con¬ 
sulted as to what subjects they would like 
covered and how and when the survey should be 
conducted in their departments. The more the 
survey works for them, the more they will do 
with it. In other words, if it is to succeed, the 
follow-up program must be recognized from the 
start as the major objective of the survey. 

Asked what topics he would like covered in 
his company’s forthcoming survey, a production 
manager who had at first seemed uninterested 
in the whole business suddenly sat up. “Can you 
find out about my production bonus?” he asked. 
‘‘If you can tell me what’s wrong there you’ll 
have my gratitude for life." 

4. If you have a union, try to bring the union 
officers into the survey at the outset. Ask them 
to agree to questions about the union itself, and 
any subjects they are interested in. Include 
material about the union in the foremen's survey 
too. (Here, of course, the questions need not be 
cleared with the union.) 

Formerly, most surveys avoided union topics, 
though the union’s activities do much to deter¬ 
mine the nature of a worker’s job and his per¬ 
ceptions of it affect him in any number of ways. 
Nowadays, questions about the union appear in 
a fair number of surveys, and are directed not 
only at hourly workers but also at foremen, 
whose views of the union and of the company’s 
labor relations activities are equally important 
in determining how they handle their jobs. 
Recent studies have indicated that workers usu¬ 
ally feel much the same about their union and 
their company: they are either pleased with both 
or dissatisfied with both. 8 

Many employee attitude surveys use the 
traditional “Evaluative” form of question as 
stated in “I sometimes wonder whether the 
foreman approves of my work,” followed by 
a multiple-response scale such as 1. Strongly 
agree, 2. Agree, 3. Uncertain, 4. Disagree, 5. 
Strongly disagree. Research indicates that the 
“Descriptive” approach is likely to be more 
meaningful and less biased. This type of 
phrasing is exemplified in a fill-in form as in 
“My foreman let me know how I was doing 
-times in the past three days.” 9 

Previous to making the survey, some com¬ 
panies interview a sampling of employees and 
use some of their statements as items for the 
questionnaire. Questions that are specific to 
the company are included. Usually, a scoring 
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method or report-of-results outline should 
be planned in advance so the results may be 
presented in a usable form. It should be 
planned that results can be compared with 
rates of turnover, absenteeism and grievances 
as a check on the validity of the survey find¬ 
ings. When, for example, responses to 735 
attitude questionnaires from ten different 
plants were statistically analyzed regarding 
group factors, the data indicated the presence 
of two group factors: one represented the per¬ 
ceived status of management’s regard for 
employees personal rights and the other 
group represented perceived opportunities for 
self-improvement. 10 

It is also well to use a sample of employees 
in order to eliminate ambiguous items and 
items that fail to discriminate between em¬ 
ployees of high and low morale. 

Some managements believe that a printed 
questionnaire cannot produce the incisive re¬ 
sults that are needed. They argue that as an 
example, when the typical married woman is 
asked why she wants to work, she is likely to 
answer that the family needs additional in¬ 
come. Probing in an interview may, however, 
reveal that she wants to escape from the 
monotony and loneliness of the home and to 
make herself feel that her life is worthwhile 
by satisfying her needs for self-actualization. 
Of course, few companies have persons on 
their payrolls who have had the necessary 
training or experience to conduct interviews 
of this nature. Outside consultants are usually 
necessary. 

Typical Findings from Surveys 

Eugene J. Benge, consulting psychologist, 
has conducted employee attitude surveys over 
a period of several decades in many com¬ 
panies. The findings show roughly that 20 to 
30 per cent of employees seem to be somewhat 
on the unhappy side—that is, they check 
more negative than positive responses. Addi¬ 
tional findings are: 

We find that women have better morale than 
men as a group; that the lowest morale appears 


between the ages of twenty and twenty-four 
and that it is higher before and after this age 
period; that employees start in jobs with high 
morale and that morale falls for a period of 
about five or six years before it starts to rise 
again; that low paid and high paid employees 
have higher morale than the medium paid; that 
the closer an employee approaches in earning 
power to his immediate supervisor, the lower his 
morale is likely to be. We also found that small 
companies tend to have better morale levels 
than big companies and that night shifts tend to 
have better morale than day shifts, contrary to 
usual thinking. Usually the latter is associated 
with the fact that night shifts approach work¬ 
ing teams much more than do day shifts. By 
indirect reasoning we are sure that those who 
have left or are about to leave a concern have 
much lower morale than the average of that 
concern. 11 

The above findings represent a composite 
for the employees of a large number of fac¬ 
tories, commercial and financial institutions, 
offices, and sales forces. When the Industrial 
Relations Section, California Institute of 
Technology, had completed a total of 25 
surveys in 18 different companies, covering 
over 50,000 employees, the Section formulated 
a number of conclusions based on all of its 
studies of employee opinion. One of these 
was that “Morale is affected by length of 
service. Employees with less than a year of 
service have almost as high morale as em¬ 
ployees with 25 years of service or more. The 
morale of employees declines with length of 
service, reaching its low point after 10 to 15 
years of service. After this point, morale tends 
to increase.” 1 * 

Individual companies that make a morale 
survey usually tabulate answers so that com¬ 
parisons can be made by departments, men 
versus women employees, by wage brackets, 
and other factors. 

Interestingly, one of the most common 
causes of low morale is the employee’s in¬ 
ability to do good work because of poor equip¬ 
ment. Poor maintenance of equipment has 
marked effects on employee morale. Em¬ 
ployees resent having to put up with an 
unnecessarily high percentage of down time 
due to machine failure, off-standard quality of 
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materials used in work, and similar delays 
beyond their control. When they are unable 
to do good work, their morale is likely to be 
low as indicated by their adverse comments, 
absenteeism, tardiness, and high quit rates . 11 

Surveys of employee attitudes, opinions, 
and morale are made in many companies. 
These surveys should be viewed not as a 
means of analyzing the employees but of 
analyzing the effectiveness of management in 
its communications. 

Benefit* of Morale Surveys 

Practically all companies that conduct 
morale surveys say they obtain new informa¬ 
tion about employee attitudes, and that results 
are helpful in giving a more exact measure¬ 
ment of attitudes that were known or ex¬ 
pected prior to the survey. Employees’ an¬ 
swers in most cases are analyzed by depart¬ 
ments, divisions, or other work groups, to 
pinpoint the information from the survey. 

The National Industrial Conference Board 
made a study of the reactions of production 
workers of two plants. The workers and 
plants were matched except for the one factor 
of communication. In Plant B the foremen 
had conducted monthly work-unit meetings in 
which reports were made on company matters 
such as vacation schedules, receipt of new 
orders, scrap reports, and so on. Also, workers 
were encouraged to make suggestions and 
offer their ideas. Plant A had no communica¬ 
tion program of this nature. The Board pre¬ 
pared a questionnaire which was filled in but 
not signed before mailing it directly to the 
Board. The questions dealt with reactions to 
various aspects of communication and morale. 

Typical questions and percentages of an¬ 
swers for the two plants were the following: 

I. Question. Hove you been able to get your ideas 
up to the top men? 


Answers Plant A Plant B 

I can almost always get my 

ideas up. 21% 49% 

I can sometimes get my ideas 
up . 31 28 


I can hardly ever get my ideas 

up . 32 13 

I am not interested in trying 

to get my ideas up. 16 10 


2. Question. Does your company do a good job of 
telling you what’s going on and what's 
being planned? 


Answers 

Plant A 

Plant B 

It does a very good job- 

18% 

55% 

It does a fairly good job ... 

60 

31 

It doesn’t do much of this at 
all. 

22 

14 

3. Question. Do you feel a part oj your company? 

Answers 

Plant A 

Plant B 

I feel I really belong. 

29% 

62% 

I feel I just work here. 

42 

14 

Sometimes I feel one way and 
sometimes the other. 

29 

24 

4. Question. Generally speaking, 

how does your 


company compare as a company to 
work lor compared with other com- 


Ponies that you 
worked for? 

know about 

or have 

Answers 

Plant A 

Plant B 

One of the very worst .... 

1% 

0% 

Worse than average. 

4 

3 

Just average. 

35 

19 

Better than average. 

40 

33 

One of the very best. 

20 

45 

One of the goals of communication is to de- 


velop a team spirit—to increase positive feelings 
toward the organization. The investigators con¬ 
cluded that the findings evidenced that com¬ 
munication is a powerful factor that affected the 
ideas and attitudes of employees of the two 
plants . 14 

Most companies that sponsor employee- 
opinion polls are convinced that management's 
willingness to let each employee have his say 
has good effects on the workers’ morale. The 
findings usually reveal important points about 
any company communications program. The 
survey indicates the subjects on which em¬ 
ployees could use more information, such as 
survivor protection and retirement planning . 15 

Management gains especially helpful bene¬ 
fits after a major change has been made in 
organizational structure or work procedures 
as in the case of mergers or the installation of 
a new incentive system. Executives expect 
some hostility, aggression or indifference as 
part of the first stage in any important devel¬ 
opmental program. This is the initial reaction. 
Normally, it does not last. After sufficient 
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time has been allowed, the employees are 
expected to like the change and to object to 
going back to the old days. However, manage¬ 
ment wants to know whether the hoped-for 
acceptance has taken place and the approxi¬ 
mate time when it does occur . 16 

Sometimes extra benefits can be obtained 
from an analysis of the records of those em¬ 
ployees who do not respond to an opportunity 
to fill in a morale questionnaire. Morale 
surveys are usually conducted by having all 
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employees of a given department or floor go 
to a central meeting room where they answer 
the inventory. In some companies, every em¬ 
ployee is expected but not required to go. 
This is done to avoid the kind of bias that 
results when opinions are obtained from vol¬ 
unteers only. Several researches have shown 
that the volunteers differ in personality char¬ 
acteristics and in job performance from the 
nonvolunteers. In one company, for example, 
when attitude questionnaires were mailed to 
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5 . Mail clerk of office of Dr. Floyd Ruch. heod of Psycho¬ 
logical Services. removes completed questionnaire from en¬ 
velope. which is destroyed along with postmark and return 
oddress. 


STEPS IN 


• • • for the Garrett 
Corporation, AiReseorch 
Monulocturing Plan), loj 
Anptfei. Consulting firm, 
Psychological Services. 
Inc, 


. Survey begins when industrial relations slot formulates 
quest,ons. From left ore John Muchmate. slot! assistant . 
Chuck Wet more, industrial relot ions manager. Phoemi ; 
DuJ# Reynolds, vice-president, industrial relotions. Jerry 
Bradley, industrial relations manoger. lot Angeles. Division 
managers often help. 


2 . Mail room (right) addresses and sends surveys. No one 
in The Garrett Corporation will ever ogam tee them. 
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MAKING AN EMPLOYEE OPINION SURVEY . . 


6. Answer* to specific 
questions ore punched 
onto tabulation cords for 
tloliiliet necessory to 
evaluate survey results. 
Verbotim comments ore 
ignored at this point. 





8. Dr. Floyd Ruch personally supervises 
burning of Ih e questionnaires. The lost 
s/ep in the progrom of scientifc secrecy 
lios been token, ottvring oceurocy o/ 
the survey. 


7 . Verbatim comments ore transcribed by o typist at Rtychologi- 
col Services so there will be no woy of recognizing hondwriling. 
Comments ore grouped by deportments, but no other informotion 
supplied by employee is used here. There is no woy lo conned 
verbatim onswers offerword with such mlormolion os employee's 
length ol service. 


9 . Comments ond sfo- 
fistic* ore combined 
into suewnories for off 
divisions, first copy 
goes to heod of the 
compony. Condense- 
lions go to oil em¬ 
ployee*. 



fO. Conferences ore held 
with deportment and division 
heads. Herb Stout. AiReseorch. 
Lot Angeles, machine shop 
general foreman, maps action 
on needed improvement with 
Don Bromley, personnel. All 
comments must be investi¬ 
gated. 
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91 salesmen in one division of a large, mid- 
western manufacturing concern, 72 salesmen 
responded. After two follow ups, 19 non¬ 
respondents remained. 

The two groups of respondents and non- 
respondents were then compared in terms of 
two objective measures of performance: (a) 
net sales points; (b) net total points. Net 
sales points were gained by direct selling of 
the product; net total points included net 
sales points plus points gathered in other ways 
as in the collection of delinquent accounts. 

Respondents differed significantly from non¬ 
respondents in terms of both net sales points 
and net total points achieved. For example, 
respondents averaged 123.5 more net sales 
points higher and 102.8 more net total points 
higher than non-respondents. 

The researcher pointed out that “It is pos¬ 
sible that respondents give more favorable 
responses because they are better performers 
and presumably more satisfied. In any case, 
respondents do differ in this study from non¬ 
respondents in terms of actual job perform¬ 
ance with the findings reinforcing the oft- 
found result from past research that respond¬ 
ents are generally ‘better.’ This now seems 
true as well in an actual work situation in an 
industrial setting.” 17 

Putting Morale Survey Remits to 
Work 

Obviously, making an attitude or morale 
survey is only a first step in the improvement 
of communications within a company. Gen¬ 
erally, managements agree that at least two 
uses can be made: one, the findings can be 
reported to the employees and two, remedial 
actions can be taken to improve the situations 
that need it. 

Some managements conduct meetings with 
supervisors and employees in order to clarify 
the reasons for negative findings. Shortcom¬ 
ings on the part of management are brought 
into open discussion and improvements in 
managerial practices and communications are 
developed. If such “feedback” sessions are 


conducted in a sincere and constructive spirit, 
later surveys of employee morale are likely to 
produce higher percentages of favorable reac¬ 
tions to conditions that were previously found 
to be “least liked” by the employees. 

Anyone who participates in feedback ses¬ 
sions of this kind is likely to become con¬ 
vinced that the results of morale surveys can 
be made far more beneficial to employees and 
employers than speeches by executives or 
educational conferences. 

Kxporlmontol Study of tho Value of 
Feedback of Attitude Survey Reiulti 

Relatively few experiments have been set 
up to measure the benefits of attitude survey 
feedbacks. Robert E. Schwab has reported one 
of several studies of this type. 

The Institute for Social Research, Survey 
Research Center, University of Michigan, 
made an intensive survey of the attitudes of 
employees and supervisors of a company: 

Written questionnaires were administered to 
all non-supcrvisory employees, and all supervisors 
and members of management were interviewed 
concerning their work attitudes. In addition, ten 
per cent of the non-supervisory employees from 
groups identified through the questionnaire as 
having high or low morale were given personal 
interviews. The resulting information about atti¬ 
tudes of employees toward their jobs, their su¬ 
pervisors, company benefits, pay, their chances 
for promotion, and various other factors in the 
work situation was sent back down the line for 
discussion. Comparisons between departments and 
work groups were made available, and both su¬ 
pervisors and employees were asked to interpret 
the results and make recommendations for the 
solution of problems which were present. Here 
again many changes were made which resulted 
in better understanding and improved working 
effectiveness. 

In one department, a controlled experiment 
was set up in which supervisors of certain work 
groups held a series of discussions with employ¬ 
ees about their own group attitudes as revealed 
by a survey. In other work groups the results 
were reported back to employees but without the 
opportunity for group discussions led by the su¬ 
pervisor. In those groups where discussions were 
held over a period of several months, there was 
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a measurable improvement in the attitude of the 
employees toward their jobs, their supervision, 
their opportunities in the company, and various 
other factors in the work situation. In those 
groups in which discussion was not held, relative¬ 
ly little change in attitude took place. 

This experiment would seem to indicate that 
sharing of a group’s own problems with them 
and freedom to discuss such problems with the 
supervisor result in more favorable attitudes in 
the work group. Another very interesting fact 
was that greater change in employees’ attitudes 
occurred in this situation than in other depart¬ 
ments where employees’ attitudes were studied 
after their supervisors were given training in 
human relations. 18 

Limitations of a Morale Survey 

Even though a morale survey usually pro¬ 
duces some benefits it also has or may have 
some drawbacks. These are: 

1. Its impersonality. The employee who 
fills in a questionnaire which he does not sign 
may fail to get the satisfaction that is ob¬ 
tained from face-to-face communication. On 
the other hand, many employees will state 
criticisms anonymously on paper that they 
would not state in face-to-face situations. 

2. In too many cases, surveys are made 
and the results are filed but the employee 
never again hears or sees any evidence that 
his criticisms and recommendations were 
acted upon. As a result, the individual em¬ 
ployee feels that he has been whistling into 
the wind. Managements that ask for criticisms 
are obligated to act upon them or to explain 
why they cannot be acted upon. 

3. Results are usually presented to man¬ 
agement and employees statistically. Majority 
responses are studied more carefully than 
minority findings. And yet a minority feeling 
that is intense, such as a strong resentment 
against a wage differential, may give rise to 
action that overwhelms the majority of em¬ 
ployees. 

4. Questionnaire attitude surveys indicate 
the nature of some broad problems such as 
whether morale is high or low, but they do 
not, as a rule, break the problems down in 
terms of the individual employee and his 


needs. The individual employee is a member 
of a group and has certain group relations 
but his problems are personal and individual. 
Even though he has strong group loyalties, he 
still wants to be treated as an individual. 

5. Certain pitfalls must be recognized when 
evaluating results of questionnaire attitude 
surveys. One of the most difficult to avoid is 
the wording of questions in such form that 
the desired response can be indicated. Another 
pitfall is the oversimplified question that 
forces employees to make absurd or unrealistic 
choices. For example: “Would you rather 
have the company spend its available money 
for new machines in the plant, for more park¬ 
ing space, or for a better technical library?” 

6. The time lag in collecting the data and 
writing the report causes interest in the sur¬ 
vey to cool off. The results of a survey are not 
available for a month or two. During this 
time, the interest of management and em¬ 
ployees is likely to cool. Executives, for ex¬ 
ample, may say, “Things have changed during 
the past sixty days. Hence, the findings no 
longer apply.” 

7. Certain aggravating situations cannot be 
corrected because of financial or other limita¬ 
tions. Bad working conditions such as the 
need for air conditioning cannot be corrected 
unless the company can afford it. The com¬ 
pany may not have the money to buy the 
equipment. Executives may agree to the de¬ 
sirability of the recommended changes but 
the money needed to make them is not avail¬ 
able. Similar difficulties occur in regard to 
poor supervision. A specific supervisor may be 
very competent in so far as his technical 
abilities are concerned but a poor leader of 
men. And yet, his job may require his tech¬ 
nical abilities even more than good super¬ 
visory skills. 

8. Surveys do not emphasize the mutuality 
of working interests between management and 
men. Instead, they put the management on 
the defensive. The very nature of a survey 
implies that it is up to management to correct 
every disliked condition. 

Some companies such as Champion Paper 
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and Fibre Company design the survey to not 
only uncover roadblocks that handicap the 
company’s progress internally but also to 
“offer an opportunity to further the develop¬ 
ment of problem-solving skills among its man¬ 
agers and demonstrate to managers the 
importance of tapping the ideas of their 
people.” 19 Many morale surveys of the past 
did put management somewhat on the defen¬ 
sive but the current trend is in the direction 
of using the plan to promote constructive 
thinking on the part of both management and 
men. Instead of asking, “What is wrong?” 
more questions are stated in the spirit of 
“What ideas do you wish to offer to improve 
what we are doing?” 

"Sotlifiers" and "DUsatlsflars" 

Formerly, it was assumed by managements 
that all that was necessary to keep workers 
happy and productive was to provide good 
working conditions, good wages, and fewer 
hours of work. When this idea did not bring 
about either happiness or motivation, manage¬ 
ments added more benefit programs and more 
pleasant working conditions. A recent research 
study shows why such policies have not 
succeeded in motivating employees. 

Frederick Herzberg and his colleagues of 
the Psychological Service of Pittsburgh con¬ 
ducted careful interviews using the critical 
incident technique with some 200 engineers 
and accountants who worked for eleven differ¬ 
ent firms in the Pittsburgh area. These men 
were asked to recall a time when they felt 
especially good about their jobs. The inter¬ 
viewers probed for factors that brought about 
their good feelings. They were also asked to 
describe sequences of events that resulted in 
negative feelings about their jobs. In both 
kinds of questions they were asked to describe 
effects these incidents had on their attitudes 
and on their performance and whether these 
effects were of short or long duration. 

The findings demonstrated that when these 
men felt good about their jobs, it was usually 
because something had happened which 
showed that they were doing their work par¬ 


ticularly well or that they were becoming 
more expert in their professions. Good feelings 
were related to the specific tasks that the men 
performed, not to background factors such as 
money, working conditions, status, or secu¬ 
rity. On the other hand, when they felt bad 
it was usually because some disturbance in 
these background factors had caused them to 
feel that they were being treated unfairly. 

This led the Pittsburgh researchers to draw 
a distinction between what they called “satis- 
fiers” and “dissatisfiers,” or motivators and 
the hygienic factors. A motivator is an influ¬ 
ence that usually has an uplifting effect on 
attitudes or performance. Hygienic factors 
produce no improvement in productivity but 
rather serve to prevent losses of morale or 
efficiency. Hygienic factors are prerequisites 
for effective motivation but they do not by 
themselves motivate the individual. They only 
prevent serious dissatisfaction or drop in 
productivity and make it possible for motiva¬ 
tors to operate. 

Pay, job security, status, and working con¬ 
ditions are hygienic factors. When they are 
unsatisfactory, they do have adverse effects 
on the men’s attitudes and effectiveness. How¬ 
ever, managements should not expect high 
motivation to develop simply through paying 
men well or through providing fringe benefits 
and an attractive place to work. To deprive 
the men of these things is likely to cause 
their motivation to deteriorate very rapidly. 

Praise and pats on the back had only a 
temporary effect. The lasting good feelings 
were caused by the motivators: being assigned 
to stimulating work, having considerable re¬ 
sponsibility, being advanced to positions of 
increased importance, freedom to exercise 
initiative, and the privilege of handling prob¬ 
lems in their own way. 20 Herzberg also found 
that the mentally healthy person seeks happi¬ 
ness from the growth factors, to acquire 
knowledge and skill right where he is, and he 
seeks the avoidance of dissatisfaction from 
the hygiene factors. In contrast, the mentally 
ill person is a hygiene seeker even though 
these factors are largely beyond his control. 21 

Some managements still assume that morale 
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We don't lot thorn know whoro they ,land. 
One of I ho basic needs of ony employee ii 
fo *now kow f»e'i dofnp. Apporonlly. wo'ro 
not giving enough oltonlion to satisfying 
this need. Too many of us probably ossumo 
tho man can figure it out himself. Ho might 
be able to. but ho wants you to confirm 
It. Many of us will probably protest that 
wo already spend mote than enough time 
doing just that, but It's not always how 
much lime wo spend on it. It's how honestly 
we approach It. 


We don't give enough attention to showing 
them how to do their work better. If em¬ 
ployees think they can do belter work, and 
wont to. we ought to jump al the chance 
to help them. This doesn't mean we have 
to hold their hands and stand over their 
shoulders every minute. But it might indicate 
thol many of our people otpocl more of 
themselves than we do. 


We don't always give credit where It's 





^ NOT LETTING THEM KNOW 

WHERE THEY STAND. 


To repeat: We can't afford to treat these 
findings as the complaints of a bunch of 
malcontents. The surveys show thot on em¬ 
ployee who it dissatisfied with one aspect 
of his relationship with hit manager is 
likely to be unhappy in other oreas. We 
con'f keep everybody happy about every, 
thing all the lime. But we can take a hint 
from these studies. There ore many IBM 
managers who have recognized these com- 
plaints at valid, and have successfully 
done something about it. 



NOT SHOWING THEM HOW 
TO DO THEIR WORK BETTER. 



“ NOT GIVING CREDIT 
WHERE rr'S DUE. 


Interpretive information given to manaaers Whan n . . 

top management usually informs other members of management JZelndSs 

pay special attention to adverse finding , When In ? 7 J . * d f * T* ^ouroges them to 
tho employees of four plants, the reZ's ideated that T "'t ° 

so.. -... mm. - r» 
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can be achieved by having the company do 
kindnesses for the employees or by solving all 
their problems. Many executives fail to realize 
that morale is highest when employees also 
do things for the company. Morale and 
loyalty are best when employees as well as 
executives devote their efforts to the success 
of the company, when employees realize that 
they as well as management are essential to 
the company’s success, and when management 
and employees work together in a spirit of 
operating a mutual enterprise. 

Management can gain little by a display of 
fatherly generosity toward employees who are 
treated as children. On the other hand, both 
management and employees gain growth and 
competence when management treats em¬ 
ployees as colleagues in their joint economic 
enterprise. 

In its usual form, a morale survey is a 
device that helps management to listen. And 
to communicate effectively, management must 
“listen.” The ability to “listen” is also essen¬ 
tial to the understanding of the other person’s 
motivations. 

Morale and Productivity 

The work of early researchers into human 
relations, and the studies which grew out of 
the classic Western Electric Company Haw¬ 
thorne experiment, have tended to confirm 
the common-sense point of view that a satis¬ 
fied worker is more productive than a dis¬ 
satisfied one. However, recent investigations 
have indicated that the relationship between 
morale and performance is not so self-evident 
or so simple as was once assumed. Cases have 
been found where high morale has been found 
to accompany either high or low productivity; 
and, conversely, low morale has been found 
where productivity is either high or low. 

Arthur Brayfield and Walter Crockett, of 
Kansas State College, made a comprehensive 
survey of attitude studies. 22 They concluded 
that there is little evidence that employee atti¬ 
tudes of the type usually measured in morale 


studies bear any simple—or, for that matter, 
appreciable—relationship to performance on 
the job. This finding should be expected in 
some companies because statistically-measur- 
able changes in productivity depend upon 
many factors other than morale: the alertness 
of management, the competence of employees, 
and the motivational drives of the individual 
executives and employees. After all, lazy and 
incompetent workers may be just as satisfied 
with their work situations as the industrious 
and competent members of a work group. 

A key finding of the studies by the Uni¬ 
versity of Michigan, Institute of Social Re¬ 
search, has been that there is a marked 
relationship between an employee’s produc¬ 
tivity and job satisfaction on the one hand 
and, on the other, the kind of supervision he 
receives. The highest productivity and the 
highest morale have consistently been found 
to result from employee-centered supervision 
as opposed to supervision of the production- 
centered type. 

The present stage of research indicates that 
companies cannot look to specific types of 
morale-building programs for a complete solu¬ 
tion to the problem of building a productive 
and satisfied work force. Instead, it must be 
recognized that morale has its origins not in 
any particular “program” but right on the 
job—in the relationship between the super¬ 
visor and the worker. Furthermore, this rela¬ 
tionship must be carried on by competent, 
well-motivated individuals who function in a 
favorable psychological climate. This suggests 
that if morale and productivity are to be 
linked together, management must find ways 
to select and develop more supervisors and 
workers who are capable of putting the prin¬ 
ciples of sound communications and good 
human relations into practice. The media of 
communications, such as employee publica¬ 
tions and bulletin boards, do not in them¬ 
selves bring about high morale and produc¬ 
tivity—they are useful aids in the hands of 
intelligent managements and employee-cen¬ 
tered supervisors. 
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COMMUNICATIONS: 

MEDIA AND METHODS 

The term “communication” connotes many 
media and methods. It is applied to any kind 
of behavior that leads to exchange of ideas 
and includes media such as personal telephone 
calls, feature stories in a company publication, 
office memoranda, speeches to employees, and 
group conferences. Communication in itself is 
not an end or a goal. Rather, it is a universal 
tool for conveying meaning and—particularly 
for management—a factor in inducing action. 
Problems in communication may arise from 
poor acoustics, semantic confusion, emotional 
resistances, and bottlenecks in channels of 
transmitting messages. 

In industry, the channels of communication 
are of three types,—up-line, down-line, or 
cross-line, depending on the direction from 
the source to the ultimate receipt of the in¬ 
formation. Unless each avenue of communica¬ 
tion is kept clear and is used effectively, seri¬ 
ous problems may result. A block in the 
up-line channel, for example, may leave top 
executives feeling walled off from their em¬ 
ployees, while a break in down-line or cross- 
line communications may damage morale and 
increase the traditional friction between line 
and staff members. 

Obviously, treatment of all aspects, prob¬ 
lems, methods, and media in communications 
would require several volumes. In this 
section, the major emphasis will be placed on 
those that involve management’s means of 
communicating information, action plans, and 
attitudes to employees—that is, down-line 
communications. Two methods of achieving 
up-line communications will also be discussed. 

Whot Do Employees Wont fo Know ? 

Numerous surveys indicate that an espe¬ 
cially important interest of employees is the 
security of their jobs and the factors about 
the company which enable them to think that 


their jobs are even more secure than they had 
thought. 

Generally, employees not only feel that 
they should know more about the company 
for which they work, but they also want in¬ 
formation regularly about manufacturing op¬ 
erations, about future company plans, about 
new products and the story behind the prog¬ 
ress being made in the development of new 
products. 

Most employees have a sincere interest in 
the company's competitive position and long- 
range outlook. They want to know the com¬ 
pany’s products and plans well enough to 
discuss them intelligently when they talk with 
people on the outside. An employee has an 
opportunity to feel important when he can 
answer the questions of his family and friends 
about the company’s plans and prospects. 

An intelligent executive of today realizes 
that as a leader he should transmit not only 
the information that employees seek but also 
certain information that they may not be con¬ 
sciously seeking. He should anticipate their 
wishes by providing information that im¬ 
proves their working relations even though 
they are not always aware of what they need. 
A good leader has the larger perspectives that 
enable him to use his initiative in setting forth 
those facts and interpretations that strengthen 
the team spirit. 

The wished-for development of true under- 
sunding between management and labor is a 
big and continuous task. A complete solution 
has not been found, but better communica¬ 
tion—the sharing of meaningful information 
by both parties—moves in a helpful direction. 
Some of the ways in which this is being 
attempted are discussed in the following 
sections. 

DOWN-LINE COMMUNICATIONS 
Employee Publications 

To supplement other methods of communi¬ 
cation, many firms have utilized the company 
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house organs of the employee publication 
variety. Though some date back to the turn 
of the century, widespread use of company 
magazines is relatively recent. The precise 
number of such publications is not known, but 
one investigator estimated the total as 10,000. 
This includes those of small companies as well 
as medium and large firms. 

In the interest of bettering morale, most 
company publications run personal recognition 
stories, recreation stories, department and 
division news; and “personals.” Almost all 
give information about the company to em¬ 
ployees. Informative material includes articles 
on safety, profits, expansion programs, prod¬ 
uct improvements, employee benefits, business 
outlook, the company’s role in national de¬ 
fense, company policies, and union-manage¬ 
ment news. Some carry stories on the role of 
taxes and financial reports on the economics 
of business and give information on competi¬ 
tion and profits. 

An employees’ magazine can be entertain¬ 
ingly educational as well as merely entertain¬ 
ing. For instance, many employees believe 
that advertising is a waste of money and that 
their wages could be raised if those funds 
were added to the wages. Many others think 
that orders are easy to get, that any business 
can borrow plenty of money, that the govern¬ 
ment could operate all businesses more 
cheaply than private concerns, that there is a 
fixed amount of money in the world, and that 
factory workers have all the “grief” and office 
workers all the "snap” jobs. Such erroneous 
impressions can be corrected by including 
humorous comic strips or chatty articles in 
the magazine which drive home the point. To 
an extent, some of the editors have seemed to 
realize this need and have attempted to ex¬ 
periment with cartooning and other features. 
But most editors, while close to management 
in the sense that they identify themselves with 
management, paradoxically have done a poor 
job of selling management to the employees. 

Such editors have limited their pages to 
friendly personals, bowling scores, or editorials 
on plant safety. This type of news is good to 


a degree. But more and more of these editors 
are beginning to realize the great potentialities 
of their media. More are reporting such news 
as information on new orders, installations of 
modern equipment, certain data on the cost 
of producing and selling the products, and 
the allocation of the company’s income dollar. 
In short, these more enterprising editors have 
taken it upon themselves to explain to the 
employee the factors operating in a free enter¬ 
prise system. Some editors have ventured to 
discuss even labor problems—legislation and 
strikes—in their pages. 

The humor page is a standby of the less 
venturesome and nonprogressive editors. The 
joke used as “filler” appears to be disappear¬ 
ing. Communications people are disposed to 
agree that a joke page or jokes used as fillers 
are essentially space users and nothing else. 
The joke page does have high readership but 
it does not serve any useful purpose beyond 
that of entertaining. 

The sports page, when done properly, is a 
genuine readership builder, and surveys have 
indicated that such pages help to pull male 
readers into the rest of the publication. 

The company’s magazine advertisements to 
the consumers and the trade are reproduced 
in many employee publications. These repro¬ 
ductions show the end products to the people 
who helped create them. When this is done, 
experience indicates that it is well not to 
publish the advertisement without a special 
explanation for the employees. The explana¬ 
tion should be presented in an adjacent block 
of copy where the advertisement appears. This 
block of copy tells where the advertisement 
has appeared, how many people it may reach, 
and the purposes that lay behind its creation. 
The employee and his family have a real 
curiosity about the company’s product and 
take pride in making a product that is used by 
thousands or even millions of customers. 

For the open "question-box” policy to be 
effective, management must be ready to ac¬ 
cept and answer any question and to be irri¬ 
tated at none. The executive who accepts the 
assignment of answering questions must an- 
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swer all questions: those which are stupid or 
unfair as well as the ones that are sensible. 

Signed editorials on socialism, profits, and 
so on, do well, while economic news does even 
better. When one company published a fea¬ 
ture telling about contracts the company bid 
for and won or lost, it got a phenomenal 84 
per cent “read some” and 83 per cent “read 
most” scores for the feature. 23 

Experience indicates that the company 
organ or magazine should avoid being so man¬ 
agement-conscious that the employees feel 
that they are receiving only company plati¬ 
tudes. The idea is not to propagandize the 
employees, but to create harmony between 
the employees and management. Whenever 
the executive of a company has an impulse 
to explain some policy in the pages of the 
magazine, he should first discuss the matter 
with his editor. This editor should be free to 
express his honest opinions to superior officers. 

The theme for house organs to emphasize is 
simple: management cannot get along without 
the employees, and the employees cannot get 
along without management. Each comple¬ 
ments the other. It is to their mutual benefit 
to make the relationship a happy, profitable 
one. 

There is some evidence that the employee 
publication pays off. When falling profits in 
the face of increased sales alerted the manage¬ 
ment of Johns-Manville Company to the need 
for paring costs, the employee newspaper was 
assigned an important role in explaining the 
situation to a “Work Smarter, Not Harder” 
campaign, pulled no punches, but ran articles 
on business lost, competition’s inroads, and 
quality complaints from customers. The prob¬ 
lem of rising costs was gradually overcome 
and the chairman of the board credited the 
employee paper with the major share in bring¬ 
ing about the improvement. 24 


Financial Reports about the Company 
to Impleyees 

Many business leaders believe in the doc¬ 
trine of sharing operating facts with their 


employees. They publish financial reports for 
the benefit of employees as well as stock¬ 
holders. They make surveys of the rate of 
profit that the employee considers fair and 
show that the rate actually made by the em¬ 
ployer is less than that. Yet, when this fact is 
pointed out to the employee, he still believes 
that the company makes too much! This 
attitude has been extremely disconcerting to 
executives who sought to gain the good will 
of employees by means of published reports 
about the company, its profits, plans, and so 
forth. 

The procedures, mostly ineffective, used by 
managements in attempts to gain acceptance 
by their employees of facts favorable to the 
company have been the following: 

1. Managements have presented the facts 
in a "protestation of virtue” manner, particu¬ 
larly about profits made and salaries paid 
officers of the company. 

2. The basically sound reasons for the ef¬ 
fectiveness of free enterprise as an economic 
system have been used as an argument for 
friendliness toward the employer. 

3. Managements have thought of security 
«n terms of sickness benefits, old-age pensions, 
and guaranteed annual wages. Employees 
think of security as a sense of job satisfaction. 

4. Managements have assumed that the 
technical terms of accounting and finance are 
beyond the comprehension of most employees. 
Business leaders, particularly those in the 
accounting fields, have recognized the psy¬ 
chological ineffectiveness of current methods 
of giving accounting information to em¬ 
ployees. 

Ross G. Walker made a study of a Con- 
trollership Foundation, Inc., report. A few of 
his more significant conclusions are: 


tnere W™ to be general agreement 
w>th he prenuse that lack of understanding and 
acceptance of the facts and figures of business 
are not altogether due to the way reports are 

lem^’’ I*,, 3t tWs i$ Parl ° f 3 ,ar S e P r °b- 
em with which management is confronted; viz., 

that o f creating acceptance for, and instilling 

onfidence in, our Amencan capitalistic system. 

...That in the case of employees, personal 
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contact is regarded as being more effective than 
written messages. 

...to me the survey findings make one con¬ 
clusion unavoidable: that management is typi¬ 
cally bent on looking for appropriate remedial 
action in handling the misinformed employee ex¬ 
clusively within the agreeable master-servant 
framework. If there is a failure of "confidence" 
at the lower levels of organization, management 
feels it must be from some error in the direction 
of affairs within that framework, and whatever 
action is taken must be consistent with the basic 
acceptability of that framework as an industrial 
way of life. 25 

Of course employees will not believe facts 
presented to them as long as the employer 
presents them in the master-servant frame¬ 
work. The employer can hope to gain accept¬ 
ance of facts when he keeps in mind the old 
psychological principle: “People believe as 
they participate.” Facts in themselves are not 
sufficiently forceful in changing the attitudes 
of employees toward the employer. The de¬ 
vices of communication such as financial 
reports, conferences, and house organs cannot 
be effectively used as ends in themselves nor 
even as means toward educating employees 
and supervisors to understand management. 
Rather, the devices of surveys and communi¬ 
cation should be incidental parts of a socially 
mature philosophy of management. The phi¬ 
losophy should be one of a desire to exchange 
ideas, to participate mutually in the work of 
the enterprise, to understand and respect each 
other in the daily face-to-face relationships. 

Bulletin Boards 

Bulletin boards are an essential means of 
communication in most plants. To be effec¬ 
tive, however, their use must be supervised. 
If notices are allowed to accumulate on them 
for months, employees will decorate them with 
witty remarks and cartoons. Hence, when an 
important notice is posted, it is likely to be 
neglected by the workers. 

The bulletin board should be painted, en¬ 
closed in glass, and lighted. The inside of the 
board should have a number of brass nails 


upon which small colored boards can be hung. 
Every bulletin should be tacked to one of 
these colored boards. As the colors are 
changed, they gain attention for the new 
notices. Several headline boards should be 
prepared for special types of notices—"Read 
the bulletin today,” "The cause of an acci¬ 
dent," “See our national advertising,” or 
“What our competitors are doing.” 

The bulletin board should have photographs 
to illustrate the principles of safety. Broken 
goggles and old shoes may be displayed if 
they have played an important part in an 
accident. Human interest pictures of em¬ 
ployees who have caught a big fish while on a 
camping trip, the bride and groom of a recent 
plant marriage, and valuable suggestions made 
by employees are examples of items that can 
be posted. The bulletin board never should 
be used for sermonizing by the general man¬ 
ager. It should be kept inviolate for the inter¬ 
est and information of the employees. As a 
rule, all notices should be changed or reserved 
for change every three days. 

The boards should be located where the 
employee traffic is heavy but slow. The area 
of the time clock is a poor choice because 
traffic is fast. Restrooms are likely to be good 
locations. 76 

The bulletin board and similar forms of 
written communication have definite limita¬ 
tions. When management wants its employees 
to grasp changes in a company policy, it 
rarely succeeds by simply passing on the in¬ 
formation in written form. The most effective 
way of transmitting information is by com¬ 
bining oral and written methods, according to 
a study which included 1,030 Purdue Univer¬ 
sity students; 84 employees of a corporation 
in Lafayette, Indiana; and 528 employees in 
a mail-order chain-store firm—Spiegels, Inc., 
of Chicago. These last-mentioned employees 
were in the warehouse facilities, not in the 
retail departments. If use of this combination 
of methods is not possible, then oral com¬ 
munication is next-best. Just writing a mes¬ 
sage is the least effective of these three 
methods. 27 
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CROSS-LINK AND UP-LINK 
COMMUNICATION 

The Grapevine 

The “grapevine” is a familiar variety of 
communication that peddles news and gossip 
wherever a working force consists of more 
than one person. The term “grapevine” prob¬ 
ably arose because it was thought to be a 
long, winding means of communication from 
one point to another—like a real grapevine. 
But it is now recognized that the grapevine is 
often faster and more direct than so-called 
direct, formal channels of information. 

The grapevine is typically considered to 
apply to workers, but investigations indicate 
that it is also active among management. 
Wherever there are people, there are grape¬ 
vines. 

Grapevines are likely to be especially 
troublesome in plants where union officials 
and management representatives distrust each 
other. Where management and employees get 
along amicably in union as well as in other 
relations, grapevines are not so likely to func¬ 
tion irresponsibly. In the absence of suspicion 
and distrust, the natural tendency is for both 
parties to talk over their problems regularly, 
calmly, and objectively. Hence, the evils of 
rumor-mongering are diminished. 

Most employers realize that the information 
the grapevine passes along is frequently dis¬ 
turbing to employee morale and to the com¬ 
pany. Quite often it is misleading if not 
downright wrong. 

One evil inherent in grapevines is that they 
become vehicles by which office “politicians” 
conduct whispering campaigns. Sometimes 
they reveal management secrets before the 
time appropriate for official announcement. 
They may even ruin reputations of individual 
employees or executives. 

Grapevines do have one value. They are an 
effective safety valve at times when a man¬ 
agement plans to make changes in policies or 
programs but is uncertain as to how em¬ 
ployees will react to them. If the plans “leak 


out” and are discussed, the results may 
become a trial balloon. Just as some manage¬ 
ment attitudes are passed down through the 
grapevine, so also employee reactions are 
passed up. 

Obviously, the grapevine is likely to stay in 
spite of its many evils and few virtues. As a 
result, managements today are trying to learn 
how to live with it. In some cases, it can be 
made to work for employer and employee 
benefits. From management’s point of view, 
the main problem is to supply the grapevine 
with facts in order that misinformation may 
not be relayed. Plans that have been tried by 
managements are the following: 

1. The rumor clinic. In small group meet¬ 
ings, employees are asked what rumors they 
have heard recently. Such discussions may 
report that the plant is going to be moved or 
that a 10 per cent raise is coming through. If 
a rumor is true, management fills in any 
details which may be lacking so that the full 
story may become known. If there is no basis 
for the rumor, management presents the true 
situation. 

2. A “Sounding Board ” for rumors is part 
of the employee communications program at 
one company. Feeling the need of a speedier 
method for dealing with rumors than was 
provided by existing employee communica¬ 
tions devices, management posted "Rumor 
Boards” at key plant locations, with the 
legend: “Rumors flying? Get the right an¬ 
swers here.” Attached was a pencil and a pad 
of paper with the instructions: “Write down 
the question or rumor you want answered in 
the space below.” 

As might be expected, however, many ques¬ 
tions which employees post on the boards are 
not strictly rumors. Some are complaints, 
some are criticism. But seldom are the boards 
empty. 

The board is checked daily by members of 
the personnel department, who contact the 
proper person to answer the question, type 
the answer, and post it on the board. The 
question is usually answered the same day it 
is posted on the board. 
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3. Putting the grapevine to constructive use 
may be accomplished by having meetings with 
the “natural leaders” in employee ranks. Man¬ 
agement tries to keep these key employees 
informed on the theory that this will ensure 
that the facts reach other rank-and-filers in 
undistorted form. 

Robert Hershey has suggested the following 
methods as means of controlling and reducing 
the harmful effects of rumoring: 

Keep the normal channels of communication 
open—rumors are found in the absence of re¬ 
liable information. 

Don’t use public address systems to debunk 
a rumor; this method seems to make the rumor 
better remembered than the refutation. 

The best way to debunk a rumor is to present 
fact upon fact about the topic, rather than to try 
to disprove the logic of the rumor. 

Prevent idleness and monotony in the work 
force wherever possible. 

Campaign against rumors and ridicule rumor¬ 
mongering. 

Educate your supervisors in the dynamics of 
rumor. 

Distract people’s attention from the rumor 
area. 

An official denial alone will never debunk a 
rumor. 

And the most effective: Interpret the rumor 
as a psychiatrist would interpret a symptom. Ask 
yourself, "What anxiety or attitude does this 
rumor reflect?" Then, try to relieve the tension 
by correcting the situation which caused it. 2 * 

Information from Unions 

Employees’ organizations, the labor unions, 
also present their views of industrial relations 
questions to employees and the public. 

The labor union organizer deals with the 
workman’s most vital interests. He is often a 
better student of labor psychology than the 
employer, for the organizer directs his appeals 
to the worker’s problems and interests. And 
labor has developed a fairly extensive scheme 
of propaganda. 

Generally, union journals today not only print 
news of interest to their readers, such as goings 
on within the union itself, news of labor elec¬ 
tions and contracts won, but also decry the high 
cost of living, plump for wage increases, and 


attempt to win membership support for labor- 
approved candidates for political office and for 
labor-approved legislative programs. They are 
used by the leadership both to stir up trouble 
and to pour oil on waters already troubled. 

The news of a labor publication, in short, is 
tailored to fit the occasion. If a business man re¬ 
sists the union’s attempts to organize his plant, 
the union’s publication may well call him every 
name under the sun in order to steam up his 
workers. The same thing may apply during con¬ 
tract negotiation time. For the rest of the year, 
however, the publications can afford to be chari¬ 
table. 2 ’ 

Some labor editors do an effective job of 
selling their story to their followers. Their 
language is uninhibited. They come to the 
point quickly and pull no punches. For ex¬ 
ample: commenting on a NLRB ruling re¬ 
garding freedom of speech for employers, one 
labor paper said, “You’ve got to sit and listen 
to the boss raise unshirted hell about your 
union if he calls you and your fellow workers 
together on company time for such a 
purpose." 

Company editors and the businessman could 
learn much from the labor press. As Martin 
Dodge says, "When the businessman takes 
the trouble to find out what is being said 
about him, he also will come upon the whole 
gamut of gripes, aspirations and delusions 
that labor harbors, for they are all spelled out 
in the union press."* 0 

It is fair to say that, on the average, each 
one of the country’s unionized workers gets 
at least one labor paper. This may be either 
the official organ of the international union 
to which he belongs, a local labor body pub¬ 
lication, or the paper of the state federation. 
In most cases, union dues entitle the member 
to a subscription. Distribution usually is 
through the mail or by handout at union 
meetings. In most cases the paper is taken 
home and carefully and sometimes laboriously 
read and reread, for labor editors fill their 
sheets with information close to the interests 
of their readers. About half of these publica¬ 
tions accept local and national advertising. 

The labor press is frankly propagandistic, 
in fact supplementing the never-ending organ- 
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izing work which many unions conduct. The 
function of the labor press is to bring workers 
information about their trade and industry 
and to interpret for them their economic 
interests in such affairs. On the whole, they 
see their job as counteracting what they con¬ 
sider to be the “anti-labor bias” of the daily 
press, the radio, and the movies, and as 
anchoring the member's loyalty to his union. 

In view of the two differing emphases in 
the communication of employers and of union 
organizations with workers, it is not surprising 
to find that leaders of both groups see the 
same situation in differing lights. When a 
survey was made of about 100 labor and 
100 management executives, a few of the 

highlights were: 

Leaders of both groups have plenty of com¬ 
plaints about "irritations” with the personal 
characteristics of the other side’s leadership Al¬ 
most all of the specific gripes hit at the morality 
of the other group, or at its behavior during 
negotiations. Name-calling and the use of stereo¬ 
typed epithets like ’labor racketeers’ and ’business 
autocrats’ are almost universal. Union leadership 
is especially resentful of the lack of respect 
shown it by management. Company leadership 
clearly expressed this disrespect, and cited the 
‘irresponsibility* of labor’s executives as a justi¬ 
fication. These personal feelings are reflected in 
the policy demands of both groups. Neither group 
is particularly realistic about what the other feels 
thinks, sees, or hears. 

Both sides live in private information worlds. 
Overwhelmingly, management and labor trust 
sources of information which are identified in 
advance with their own point of view. ...Thus 
labor has more confidence in government informa¬ 
tion; management in the daily newspaper and 
periodical press. 

What comes out of this study as ‘cause for 
alarm’ is not the body of issues in dispute be¬ 
tween union and company officials. The most 
disturbing result is the existence of highly charged 
emotional attitudes on both sides which will inter¬ 
fere with the reasonable solution of whatever 
issues there are.... 

The ways out of this impasse lie along the 
road to clarification and greater familiarity be¬ 
tween both sides.... 

But above all else both sides must have a day- 
to-day common meeting ground at the plant 
industry and national levels. There must be a 
medium which introduces them to one another. 


and in which they can both have confidence. 
Information breeds understanding; understand¬ 
ing produces respect; respect is the sole founda¬ 
tion on which a workable machinery for meeting 
the nation’s industrial problems can be built. 31 

Face-to-face Communication! 

In our preoccupation with media of com¬ 
munication we are likely to slight the basic 
problem: improving face-to-face communica¬ 
tions between the employee and the supervisor. 
Nine-tenths of industrial communications take 
place face-to-face. 

Face-to-face communications are not simple 
because they are as complex and as varied 
as the human beings who take part in them. 
The basic attack on communication problems 
must begin in these daily face-to-face relation¬ 
ships. In order to do this, more attention has 
to be paid to motivations of individuals as 
outlined according to the adjustment concept 
in Chapters 2-8. 

Productivity depends on effective teamwork 
that arises first and foremost in the on-the-job 
dealings between an individual and his super¬ 
visors. All need practical guidance on every 
aspect of interpersonal communication, in¬ 
cluding giving orders that are accepted whole¬ 
heartedly, handling grievances, making rumors 
work constructively, counseling on job per¬ 
formance, and reporting results to upper 
management. 

Company publications, speeches by execu¬ 
tives, bulletins, and letters are important 
media of communication, but they are only 
aids to the day-to-day relations. Both the 
executives and the employees communicate 
most of their meanings by the words they 
say and how they say them. Attitudes are 
communicated by the tone of voice, facial 
expression, and the manner of presentation. 

The true leader knows this principle and 
practices it naturally. One example is that 
of a superintendent of a leather plant who 
has the reputation of being tough on quality. 
He has developed the reputation through 
such acts as taking a foreman and his crew 
off their down-the-line jobs and taking them 
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into the sorting room, the final step of the 
operation. “Isn't that a beautiful piece of 
leather?” he’ll ask, with pride expressed by 
his voice and manner. He has communicated 
his own high regard for good workmanship 
by his manner rather than by his words and 
has enabled the workers who produced the 
leather to experience pride in themselves for 
their contribution to its high quality. 

Workers judge an executive by what they 
think his motives are. If they sense that he 
is for them, they will put a good construction 
on what he says. If they sense that he is 
basically disinterested in them, they will read 


negative meanings into his words and efforts 
even though what he says and does would 
appear to be favorable to them otherwise. 
Employees sense the psychological climate 
from daily personal contacts rather than from 
formal media of communication. 

The written word is not a substitute for 
sound face-to-face relationships. Written com¬ 
munications to employees are not convincing 
unless there is first a foundation of trust and 
confidence, an understanding psychological 
climate where management and workers can 
function effectively and happily. 
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PROJICTS 


1. Visit an industrial plant in your community 
and note evidences of the management’s pro¬ 
gram for maintaining high morale among em¬ 
ployees. Write a report of your findings. 

2. A Canadian Mountie is credited with the state¬ 
ment: "Human beings are only twelve meals 
away from the dumb animal stage.” To what 
extent do you accept this point of view? How 
does it affect your communications with em¬ 
ployees? 

3. Andrew Carnegie wrote his epitaph for him¬ 
self: 

Here lies a man 
Who knew how to enlist 
In his service 
Better men than himself. 

What personality characteristics are necessary 
for an executive to pursue such a policy? 

4. Collect copies of employees’ magazines or 
plant organs and analyze them as to style, 
selection of material, illustrations, size, and 
so on. 

5. Some companies give employees a great deal 
of economic information that shows how well 
off they are in comparison with workers of the 
Soviet State. Would you present information 
of the kind that follows in the company’s 
publication for employees? Give reasons for 
and against its use with employees. 

The real measure of a nation’s living stand¬ 
ard is not what its citizens earn, but what 
they can buy with their work. Even though 
one of the Soviet Union’s avowed economic 
and political goals is to close the gap be¬ 
tween the American and Russian level of 


living, studies based on the worktime re¬ 
quired to buy essential items indicate that 
very little progress has been made in shorten¬ 
ing the distance in the last nine years.... 
Despite the efforts of the Soviet State to 
provide a higher level of living, the worker 
still had to work longer in 1962 than was 
necessary in either 1928 or 1959. 


Worktime Required to Buy Food 
Moscow, State-fixed Prices 
( Hours) 


Rye bread, 9.84 kg. 
Potatoes, 12.16 kg. 
Beef, 3.68 kg. 
Butter. .44 kg. 
Sugar. 1.80 kg. 
Milk. 4.96 liters 
Eggs. 6.40 
All 7 foods 


1928 1953 1959 1962 
2.71 4.52 3.20 2.84 
3.56 3.10 3.04 2.70 
11.04 15.77 11.04 13.08 
3.69 4.00 2.97 3.52 
3.85 5.57 4.23 3.56 
1.08 3.71 2.73 3.20 
.44 1.50 1.28 1.14 
26.37 38.17 28.49 30.04 


The average factory worker in New York 
City earns enough in 1 hour to buy a pound 
of potatoes, a pound of beef, a quart of 
milk, a pound of butter, and a dozen eggs. 
To buy the same items, the average Moscow 
worker must stay on the job for 7 hours and 
53 minutes. The table shows the worktime 
required in Moscow to buy a week’s supply 
of seven essential foods in several past years. 

These comparisons between American and 
Russian workers were compiled by the De¬ 
partment of Labor and published by the 
Joint Economic Committee, 87th Congress, 
m a study entitled "Dimensions of Soviet 
Economic Power.” In assessing the relative 
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standard of living in the U.S. and Russia 
the study notes that the Russian consumer 
>s provided with free medical care, education 
and pensions, as well as low cost housing for 
which he pays only 4 to 6 percent of his 
monthly earnings. However, most Moscow 
families kve in only one room and must 
share bathroom and kitchen facilities with 
other famihes.... 

The Moscow worker has to work over 3 
times as long as the New York City worker 


for potatoes, over 4 times as long for vodka 
and 5 times as long for meat and milk. A 
few possibly significant reductions have oc- 
curred in apparel items. For example, j„ 
1962 the Moscow worker labored only io 
times as long as the New Yorker to buy a 
wool suit compared to 16 times as long in 

Source: Business Bulletin, The Cleveland 
Trust Company, July 25, 1963. 
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Hie clubhouse that was never vied. It wot built b, an employee lot his employees. bvf Ih ty were no* 
grateful lot the gift, and objected to the club lee oI one dollot o year. In t,me the employer demol- 
ished the entire clubhouse. See page 49j. 




CHAPTER TWENTY-THREE 

EMPLOYEE relations 

—FORMAL PROGRAMS 


Two nd comrades know all about each other 
and are tolerant. Each knows what the other is up against and, understanding 
each other, wanting to work out the common task which is theirs, 
they make allowances as one man to another. Then there is fun 
in the day’s work, there is that sense of going 
places with other men, there is a click in the job. That is great; 
that is a priceless possession. When it exists among men 
m industry, so-called “personnel management " is simple. But you cannot 
define this relationship; you cannot blueprint the course 
of comradeship. It is a mistake to try. But we can create the physical 
u environment that is conducive to comradeship. 

CGn Ve g °° d “P erson ™ 1 management" and then give comradeship a chance .» 


483 



484 


EMPLOYEE RELATIONS—FORMAL PROGRAMS 


Wystems of personnel management in indus¬ 
try are relatively unimportant. A given com¬ 
pany may have the finest industrial relations 
mechanisms or formal systems and still have 
poor industrial relations. Another company 
may have almost no personnel management 
mechanisms and yet have fine industrial rela¬ 
tions. If the executives have the kind of 
managerial leadership that inspires comrade¬ 
ship and confidence between management and 
men, the formal methods of supervision are 
incidental. Many examples of this fine rela¬ 
tionship exist in American industry. 

At the same time that some of our largest 
corporations have been beset by costly labor 
controversies, other companies of the same 
industry have had few or no disturbances. 
And yet the company that has a pleasant 
industrial relations history may have no 
special plan or system to account for the 
results. It may have no formal suggestion 
system, no employee relations counselors, no 
music or public address system in the shops, 
and no athletic association. There may be 
no printed statement of labor policy or pro¬ 
cedure, no codified rules of conduct, and no 
commitment on the part of the company or its 
workers except the intent to comply honestly 
and fairly with a simple arrangement or 
practice regarding wages and working condi¬ 
tions. It may, however, have many spon¬ 
taneous get-togethers that provide opportunity 
for fellowship. In such a company, the rela¬ 
tionship between management and men is 
likely to be surprisingly informal. The psy¬ 
chological climate is right—management and 
men work together in a spirit of mutual 
confidence. 

Managements of other companies who 
would like to bring about a more favorable 
psychological climate in their organizations 
often turn to some formal plans as a means 
toward achieving the desired relationship 
between employees and the company. The 
plans to which they turn are typically profit- 
sharing, stock ownership, and suggestion 
systems. 


Profit-sharing 

Profit-sharing is not a new idea; the plan 
was in operation in agriculture in England 
during the thirteenth century. Records show 
that it was used in shops in England in 1870 
and in France as early as 1842. The first 
plan instituted in the United States was that 
of Albert Gallatin, who introduced it in his 
glassworks at New Geneva, Pa., in 1794. In 
1889, the United States had thirty-two re¬ 
corded schemes for profit-sharing. Most of 
these schemes were short-lived, although one 
St. Louis firm has been operating on a profit- 
sharing basis since 1886. The Procter & 
Gamble plan was begun in 1887, but it has 
been modified several times since then. Few 
schemes now operating were started before 
1900. As one review of their history stated: 
“...profit-sharing plans have been particu¬ 
larly susceptible to the ups and downs of the 
business cycle: each upswing has resulted in 
a rash of new plans, each downturn has 
brought abrupt terminations.” 2 

In most cases, profit-sharing should be dis¬ 
tinguished from bonuses, which are given as 
a reward for high production by an individual 
worker. It is not part of a wage system. True 
profit-sharing is an agreement between the 
employer and the employees under which the 
profits allocated to the workers rise or fall 
in proportion to the increase or the decrease 
in the profits realized by the employer. 

Most profit-sharing plans can be divided 
into three classifications: current distribution, 
deferred distribution, and combination. Under 
the first, the older type, the profits are paid 
in cash at regular intervals. In the second 
type, the employee’s share of the profits is 
deposited in an irrevocable trust and the 
employee, or his beneficiaries, does not receive 
his shares until some future time: termination 
of employment, disability, retirement, or 
death. In combination plans, a portion of the 
profits are paid in cash but a deferred element 
also appears. Plans to which the employees 
contribute toward deferred benefits are more 
common in large than in small companies. 
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Small companies are more likely to have cur¬ 
rent distribution plans. 

According to one writer, approximately 7.5 
per cent of all United States companies with 
20 or more employees share some of their 
profits with workers. Most are small or 
medium-sized, but several large firms have 
also adopted the plan.* The adoption trend is 
upward. One important factor in recent years 
has been the tax advantage for both the com¬ 
pany and its employees. In a qualified de¬ 
ferred plan, the company’s contribution, up 
to 15 per cent of the participating payroll, 
can be deducted as a business expense in 
computing the company’s income taxes. 4 

Many of the plans have been started in 
the hope that efficiency would be increased, 
costs decreased, and the working force stabi¬ 
lized. Some were begun by wealthy employers 
who wished to share their success with the 
employees whose hard work contributed 
toward the profits of the enterprises. The 
employers’ motives were an attempt to give 
social justice and to increase their own sense 
of well-being. Where such an attitude pre¬ 
vailed, and was coupled with reasonable 
managerial efficiency, some benefits actually 
accrued from profit-sharing and similar plans 
of employee relations. The plans started by 
such humanitarians were usually abandoned 
at their deaths, when inevitable changes in 
management took place. In a few instances, 
the owner of the business provided for the 
perpetuation of the plan after his death. 

In general, profit-sharing has not stimulated 
the employees of some companies. One im¬ 
portant reason is that many employees prefer 
to have a definite salary or wage that is 
known in advance. They declare “a bird in 
the hand is worth two in the bush.” In the 
years when the company makes unusually 
large profits, the money distributed is accepted 
as a gift from a kind, industrial Santa Claus; 
but when profits are negligible or a deficit 
must be written on the books, the employees 
may be sorely disappointed. To say the least, 
an employee will be shocked if, after he has 
spent his anticipated profits, he finds that the 


practice of distributing profits has been sud¬ 
denly discontinued. When profits are shared 
for a long time, they are often confused with 
or considered as a part of the wages. 

When the profits of the company do not 
allow any distribution to the employees, the 
employees tend to doubt the honesty of the 
management, particularly if they note that 
the president or the general manager of the 
company has purchased a new house or a 
new limousine. They do not, as a rule, have 
access to the accounts of the employer; but 
even if they did, they would not be able to 
understand the accounts. A negligible number 
of the employers who have a profit-sharing 
plan have a disinterested accountant audit 
their books and prepare a report, which he 
presents to the employees. However, the great 
masses of workers cannot understand how 
profits in modern business are made or com¬ 
puted. It is only natural, therefore, that they 
should be suspicious of the management when 
the plan of distribution remains a mystery to 
them. 

The individual employee can seldom see 
any relationship between his own daily efforts 
and the profits at the end of the year. In 
most plans, the profits divided are a small 
fraction of the annual wages. In one-third 
of the plans studied, it was found that the 
dividends amounted to less than 6 per cent 
of the annual wages of the participants. Hence 
the interested employee who decides to work 
hard in order to increase the company’s profits 
at the end of the year, a proportionate share 
of which he will receive, finds that the lazy 
worker by his side receives a check just as 
large as his own. As a result of his discovery, 
during the following year he may decide to 
work as slowly and as carelessly as the poorest 
workman in the shop. Thus profit-sharing, 
under some conditions, tends to bring the 
efficiency of the best workers down to the 
level of the poorest rather than to raise 
the efficiency of the poorest workers. The 
profit-sharing sun shines just as brightly on 
the undeserving as on the deserving. It is 
for these and other reasons that profit-sharing 
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for workmen has been found deficient as a 
universal incentive to work. The one type that 
appears to have high incentive values for 
modern business is that of managerial profit- 
sharing. 

The making of profits in modern business 
is largely beyond the control of the factory 
workers. Profits depend upon the managerial 
ability to purchase economically, to organize 
the whole scheme of production efficiently, to 
sell the goods at a satisfactory profit, to 
finance the operations during the depressions 
that are bound to occur in business, and to 
find new markets to take the place of con¬ 
tracting markets. The key executives of a 
business—the sales manager, the production 
manager, the comptroller, the purchasing 
agent, and a few others—can see the direct 
relations between their own efforts and the 
profits made. They are the men who are 
responsible for profits and losses, rather than 
the workers in the factory. For wage earners, 
profit-sharing is largely incidental to a hu¬ 
manitarian motive or managerial attitude of 
fairness toward the employees. As a rule, it 
does not by itself give all workers a strong 
sense of participation in the enterprise. 

Many employers who adopted profit-sharing 
did so, not with the hope of obtaining more 
material gains from employees, but to improve 
the esprit de corps and to express manage¬ 
ment’s sense of colleagueship with employees. 

According to studies by the Profit Sharing Re¬ 
search Foundation, approximately 85 percent of 
profit sharing companies rate their plans as "suc¬ 
cessful” or as "very successful.” Only 1 to 2 
percent said their plans were "disappointing.” 

Around 1 percent of the deferred plans are 
being terminated each year. The discontinuance 
rate of cash plans is somewhat higher. This higher 
rate is partly because smaller companies, where 
most cash profit sharing plans are found, have a 
higher failure rate. 

Some of the plans are closed out as the result 
of mergers or when businesses are liquidated or 
sold for various reasons. 

A few companies drop profit sharing because 
it doesn’t work out for them. Usually, the reason 
is a string of unprofitable years in which there 
was nothing to share with employees. Other plans 
failed because the owner-manager did not keep 
his employees interested in profit sharing. s 


Large companies are more likely to rate 
their plans successful than are small com¬ 
panies. Success ratings are larger in proportion 
among financial and professional enterprises 
than among manufacturing or mercantile 
enterprises. Some companies with unions have 
successful profit-sharing plans, but the success 
rating of nonunion companies is higher than 
for the unionized companies. 

To make a profit-sharing plan work satis¬ 
factorily, investigators have offered the fol¬ 
lowing recommendations. 

Provide a Healthy Psychological 

Climate before Setting up the Plan 

Both management and workers should have 
confidence in each other, before the directors 
and officers can expect profit-sharing to be 
beneficial. To succeed, profit-sharing must be 
consistent with the way the business is done 
and the way management and employees fed 
about each other. Companies that succeed 
with profit-sharing would, in most cases, also 
succeed without it. 

Be Willing to Give Employees 

All Facts about the Business 

A willingness to share all the facts in the 
financial situation is necessary. A willingness 
to give limited facts only is likely to result 
in doubt and disbelief, thus defeating the aim 
of profit-sharing. 

Provide a Sound Compensation Plan 

An equitable wage and salary plan should 
be developed before profit-sharing is intro¬ 
duced. A poor compensation plan that is 
bolstered by the contingent compensation 
from profit-sharings is likely to cause trouble. 
If the pay structure is sound, a profit-sharing 
plan will supplement it. If the pay structure 
is unsound or inequitable, profit-sharing will 
only accentuate its inequities. 

Have Everybody Share Alike 

The same number of dollars per employee 
is not necessary, but the same percentage is. 
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If the pay structure is sound, a profit-sharing 
plan may improve it, especially if the percent¬ 
age of wages rather than a scale of wages or 
salary brackets is used to determine the 
profits per employee. 

In spite of the fact that some profit-sharing 
plans have not worked out to the complete 
satisfaction of all employers or employees 
who have adopted them, certain companies 
have demonstrated the effectiveness of the 
idea when it is part of some more comprehen¬ 
sive plan of employer-employee relations. The 
Lincoln Electric Company is an example. 
There, as in other successful uses of profit- 
sharing, the idea is only part of a greater 
philosophy. As the Lincoln Electric Company 
states, “...if all employees of any organiza¬ 
tion, from top to bottom, will work together 
and do as much as they can, instead of as 
little as they can, everyone in that organiza¬ 
tion will be better off. As a result, such an 
organization will be outstanding among all 
others of its type.” 

The profit sharing system of Lincoln Elec¬ 
tric Company was developed by James F. 
Lincoln, beginning in 1914. When he took 
over operation of the plant he established an 
advisory board of employees. Such a board 
has been meeting twice a month since that 
date. Members of the advisory board are 
elected by the employees voting in secret 
ballot. The compensation part of the plan is 
of an annual incentive bonus nature. The 
board of directors meets toward the end of 
the year to study the year’s operations and 
profits. They set aside reserves for growth, 
taxes, and other operations. They also decide 
on the amount of the total bonus. Each 
employee receives a share of the bonus but 
the amount is determined by merit ratings 
made by three or four persons who are 
familiar with his performance. See rating 
cards used on page 356. Workers who con¬ 
tribute more receive a proportionately larger 
share of the bonus. The annual incomes of 
the employees are among the very highest in 
the world. Few employees quit. At Lincoln 
Electric, the employee turnover is less than 
one-half of one per cent a month. In contrast, 


the national average for all employees in 
industry in some years is about seven per 
cent. 6 

Many companies, usually small ones, have 
experimented with plans that link profit- 
sharing with individual performance. These 
sponsors assume that money is the mainspring 
in employee behavior. Some of these plans 
have a good record when measured in terms 
of the survival of the company. Such incentive 
systems, however, do not work very well with 
employees who value intangibles such as social 
acceptance and the satisfaction of affiliation 
needs. Any management that installs a com¬ 
prehensive incentive system is likely to find 
that it attracts the psychological type of 
worker whose perspective is narrowed down 
to “How much do I get out of it?” The 
psychological climate in such a company is 
a special one. When the bonus happens to be 
less than expected, the employees may become 
embittered. This was evident in the first 17 
months after the Kaiser Steel Corporation 
inaugurated its sharing plan. The plan re¬ 
placed individual and incentive pay with a 
company-wide incentive plan that emphasized 
a monthly sharing of cost reduction and labor- 
management cooperation. The plan gave 
workers, on a monthly basis, in wages and 
fringe benefits, 32.5 per cent of future savings 
in the material supply and labor costs of 
producing finished steel. It was hoped that 
the plan would eliminate the need for long 
negotiations or strikes over wages and other 
economic issues. Bonuses in one month hit 
an average of $100 per worker. When the 
average fell to only $14 per worker, worker 
disillusionment became pronounced. 7 In short, 
even the most astutely planned systems for 
sharing profits do not always succeed as 
management and men may hope. 

Imployees 1 Stock Purchase Plans 

It has been argued that stock ownership, 
rather than profit-sharing, is more advantage¬ 
ous to the employee for the following reasons: 
Under the latter plan, although the employee 
may gain a little by sharing in the profits, 
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he is not required to expend any extra effort 
or to take any risks. Thus the profit-sharing 
plan does not give him any feeling of respon¬ 
sibility in the management of the company. 
On the other hand, under the stock purchase 
plan, the employee, by being allowed to pur¬ 
chase some stock, is made to regard himself 
as a partner in the business; consequently 
he naturally takes an active interest in the 
affairs of the business and acquires a sense of 
importance as a budding financier! 

Advocates of the plan claim that stock 
ownership would be an incentive to the em¬ 
ployee to eliminate waste, to be more industri¬ 
ous, to attend work regularly, not to quit for 
a better job, to criticize the employer less, 
and to refuse to harm the company’s property 
in case of a strike. 

The main reasons for instituting employee 
stock ownership plans are a desire (1) to 
make employees partners in the business, so 
that they will have greater interest in and 
loyalty to the company; (2) to promote em¬ 
ployee thrift; (3) to educate the workers on 
the advantages of the free enterprise system; 

(4) to provide a hedge against inflation; and 

(5) to obtain working capital for the com¬ 
pany. 

Stock ownership on the part of the Ameri¬ 
can public has been increasing rapidly. In the 
course of approximately ten years, the number 
of common stockholders of 38 of our largest 
corporations increased from 111 for every 100 
employees in 1951 to 182. 8 This means that 
for every 100 employees on the company 
payroll there are 182 stockholders. 

The extent of employees’ ownership of 
stock in the companies for which they work 
varies with the industry: 



Number 

Per cent owning 


employed- 

stock in their 

Industry 

millions 

own companies 

Manufacturing . 

.. 16.9 

1.4% 

Public utilities . 

1.1 

15.9 

Banking and finance . 
Professional business 

.. 1.7 

8.6 

service companies . 

.. 1.2 

6.4 

Petroleum companies 

.9 

5.8 

Transportation compa- 


mes . 

.. 26 

3J 

Total . 

.. 24.4 

12 


According to this study, only one worker 
in 70 in manufacturing owned stock but one 
utility worker in six was a shareholder. In 
the telephone companies about 21 per cent 
of women employees owned stock as against 
12 per cent of the men. 9 

These figures, of course, do not tell the 
whole story of business ownership. Several 
million people have shares in private, closely- 
held companies. Many of these also own stock 
in publicly held corporations. In addition, 
other millions own small businesses. These are 
the proprietors and partners who own an 
overwhelming share of the four or more 
million businesses operating in the United 
States. Economically, too, other tens of mil¬ 
lions of Americans have an indirect share in 
the ownership of American industry in the 
form of life insurance policies and bank 
accounts. 

One of the principal complaints made 
against the stock purchase idea is that not 
enough wage earners participate. When, for 
example, the National Industrial Conference 
Board made a survey of 33 companies which 
provided company stock plans, only a quarter 
million, or 26.6 per cent of employees, were 
buying stock under the company’s latest stock 
offerings. Only one of four eligible employees 
took advantage of the offer. The percentage 
of employees buying stock, however, ranged 
for different companies all the way from 1.1 
per cent to 92.5 per cent. 10 

Actually, some employee stock ownership 
plans have not worked out as anticipated. 
It has been found that employees purchase 
stock mainly for three reasons: as a specula¬ 
tive investment; in the hope of attracting the 
good will of management and of gaining 
promotion; and as a nest egg for old age. 
The extent to which these hopes have been 
dashed in some unfortunate instances is illus¬ 
trated in the case of the employees of a 
company that suffered severely in a business 
depression. When the company was only a 
few jumps ahead of the sheriff, the executives 
had to retrench and, consequently, many of 
the employees were dismissed. 

Certain employers who have sold negotiable 
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stock to employees have found that the em¬ 
ployees have become interested more in the 
market value of the stock than in increasing 
its real value through extra diligence. At the 
very time when the employer has needed 
employee loyalty—a keen desire on the part 
of the workers to pitch in and lift a little 
harder—he has found them busy watching the 
stock market! In a few cases, employees have 
made paper profits that would have given 
them substantial annual incomes had they 
sold at the right time; but they held on, 
hoping to make still more or fearing that the 
employer would look upon their transactions 
as disloyalty to the company. When the paper 
profits were wiped out, the former “well-to- 
do” employees lost heart in their work and 
blamed the company for their misfortune. 

Most stock ownership plans for employees, 
inaugurated before the market crash of 1929, 
had to be dropped because of the later decline 
in security values. Many of the employee 
purchases had been made at peak market 
prices, with the result that many employees 
suffered severe losses. However, by the late 
1940’s a small number of companies had 
revived interest in employee stock ownership 
because stock market price levels appeared 
to be stable and favorable to the employees. 

Some stock purchase plans are open to 
selected employees, such as managers, depart¬ 
ment heads, salesmen, or others whose services 
are highly respected or who can afford to 
stand a loss in case of a decline in value. 
Stock purchase plans can give the employee 
a sense of participation in the industry only 
when he has rights in shares in which the 
public does not participate, a partnership 
psychologically as well as economically in the 
business. Otherwise, the employees who are 
encouraged to purchase stock should be of 
the higher income class, who are mentally 
capable of understanding the fluctuations in 
stock prices and able to absorb their losses. 

Despite the misfortunes suffered by stock 
purchase plans in the depression of the 1930’s, 
many companies continue to be interested in 
the idea of employee stock ownership. They 
still think it can be a good way to promote 


employee thrift and help the worker to iden¬ 
tify his own welfare with that of his company. 

Currently, about one-fifth of the companies 
whose stocks are listed on the New York 
Stock Exchange have some kind of employee 
stock-acquisition plan. About half of the 
eligible employees participate in the company 
plan. The plans that offer savings and thrift 
programs under which the company contrib¬ 
utes 25 cents to $2.00 in common stock to 
match every salary dollar set aside by the 
employee have a participation rate of 76 per 
cent." 

Managements, of course, are aware of the 
hazards in stock ownership plans and hope to 
set up plans that avoid disasters. The recently 
developed plans are based on the regular 
savings of the worker, augmented by a contri¬ 
bution from the company, and invested in 
varied types of securities. Many of the plans 
are called “thrift plans" or “savings plans.” 

Widespread share ownership is in the inter¬ 
est of free enterprise and society, but a 
worker seldom changes his attitude toward 
business or his employer simply because he 
owns a few shares of stock in the company 
where he works. Even total ownership of a 
company does not always produce an effec¬ 
tive or a happy organization as indicated by 
the history of such companies and of nation¬ 
alized enterprises. Rather, the ideas of partici¬ 
pation, involvement, and accomplishment at 
work, regardless of ownership of the place 
where the worker is occupied, are more 
basic.” 

Most employers realize that they cannot 
hope to develop a profit-sharing, stock owner¬ 
ship plan or other formal plans that will be 
of measurable direct productive value. They 
know that any plan in itself is effective in the 
extent that it helps to develop a favorable 
psychological climate in which management 
and men can work together productively. For 
most companies stock ownership and profit- 
sharing are big and serious ventures—too big 
for their capacities. Many of these manage¬ 
ments do, however, want to work toward a 
better psychological climate. They want their 
employees as well as the company executives 
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to have the benefit of a sense of participation 
in the business. They therefore turn to the 
suggestion system idea. 

Suggestion Systems 

Ideally a suggestion system should be 
unnecessary. Management and men should 
work so closely with each other that each 
makes suggestions regarding the work as the 
work is carried on. Practically, such ideal 
relations seldom exist. A suggestion system 
may, to some extent, enable alert employees 
to participate more actively in the operation 
of the business. The extent to which em¬ 
ployees participate depends upon the attention 
given to the suggestion system by manage¬ 
ment. Some companies get ideas from about 
SO per cent of their employees in the course 
of a year, but so high a percentage of partici¬ 
pation is unusual. 

The average rate of adoption reported by 
the National Association of Suggestions Sys¬ 
tems has been about 20 per cent. 

General Electric Company has had a formal 
suggestion system for more than 50 years. 
Employees in a recent year sent in 87,400 sug¬ 
gestions, of which more than a third were 
adopted. Many other companies have equally 
good records. In some firms as many as 40 
per cent are acceptable. Some of the awards 
run up to $25,000 and more. 

Employees will not offer ideas unless they 
have learned through years of experience that 
suggestions are welcome. The executive who 
calls employees into his office and makes a 
direct request for suggestions is likely to be 
disappointed for several reasons. One is the 
fact that most employees are like students; 
they try to give an answer that they think 
will agree with the questioner’s ideas. 

Again, employees who are paid on a piece- 
rate basis may be able to make suggestions 
that would speed up their work, but they 
have learned that the new method would 
bring about a retiming of the job and a lower 
rate of pay. They can make more money by 
keeping the discovery to themselves and re¬ 


taining the old rate of pay than if they were 
to be paid a small reward for the suggestion. 

To operate a successful suggestion system, 
the management must do more than merely 
hang up a few tin boxes with a sign, “Sug¬ 
gestions Wanted.” Considerable managerial 
thought and effort are essential to the opera¬ 
tion of a satisfactory suggestion scheme. 

1. Small concerns have found it best to 
conduct a contest for suggestions. The contest 
should start and end on definite dates. 
Announcements should state that rewards 
are given for each accepted suggestion and 
also prizes for the best of these suggestions. 
The disadvantage of this method is that 
awards cannot be made until all the sug¬ 
gestions have been considered; and many 
suggestions require considerable time for 
study and investigation. 

2. Large concerns find it better to conduct 
extended campaigns and to award prizes at 
definite periods, or simply to pay for sug¬ 
gestions when they are accepted or put into 
effect. 

3. It is well to obtain the cooperation and 
good will of the foremen and other executives. 
Many a department head considers an em¬ 
ployee’s suggestion for improvement as a 
reflection upon his ability. This really is not 
true, but foreman lethargy and company 
politics can be quite effective in throttling 
employees’ suggestions. To overcome em¬ 
ployees’ fears, some companies request that 
all suggestions be submitted on a standard 
three-part form, each bearing the same num¬ 
ber. The largest part of the form is reserved 
for the description of the suggestion; each 
of the two smaller parts is for the name of 
the employee and the number of the sug¬ 
gestion blank. When the suggestion form is 
submitted, it is first sent to one of the higher 
officials of the company, who tears off the 
parts which include the name of the employee, 
files one of these in a private safe, and sends 
the other to the employee, acknowledging its 
receipt and expressing appreciation for the 
suggestion. The employee is also told when 
the suggestion will be given its first hearing 
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by the committee in charge. By using this 
plan, the committee does not know the name 
of any of the suggestors, and therefore it will 
more easily avoid unfair personal influences. 

4. The announcements and requests for 
suggestions should explain to the employees 
the specific kinds of suggestions that are 
desired. A mere invitation to employees to 
think does not stimulate them to think. The 
management that really wants employees to 
• think should list and describe problems that 
are within the employees’ areas of experience. 
Descriptions of specific plant problems can 
be posted on bulletin boards with an urgent 
request for suggested solutions. This kind of 
notice gets thoughtful attention, especially 
when diagrams, cost figures, and amounts of 
awards are stated. 

One company increased its suggestions for 
reducing costs of paperwork by presenting 
questions like these to clerical employees: 

Is any record or file you keep identical 
with another kept in your office? 

Arc there some files or records on which 
you never get calls? 

Do you find some records unreliable, so 
that you have to use other sources? 

Are you making too many copies of some 
records? 

Do you know why you do each paperwork 
job? Does it help you in your duties? If 
you’re not sure, have you asked your super¬ 
visor? 

Employees usually find it easiest to think 
up ideas for improving operations involved 
in their own job because they are the only 
ones who can observe everything that happens 
in their operation during the working day. 

They can often make valuable suggestions 
for their improvement, however, especially 
when they are invited for their ideas about 
preventing machine breakdowns or damaged 
goods. Some companies even offer awards for 
the employee’s statement of problems which 
he himself cannot solve. 

5. When suggestions are considered by the 
appointed committee, complete records of 


proceedings should be kept in order that 
copies of the minutes and other records may 
be submitted to the management. Each item 
of business should have an identifying num¬ 
ber; thus all activities of the committee can 
be traced. Monthly and annual reports can 
be made from the proceedings of the recorded 
meetings. These reports will be available for 
guidance in the elimination of duplicate sug¬ 
gestions. The foreman in charge of each 
department should be informed of all sugges¬ 
tions that are made by employees of his 
department, and he should be congratulated 
when his employees make good suggestions. 

6. When a suggestion is rejected, the reason 
for the rejection should be explained in writ¬ 
ing to the employee. A member of the sug¬ 
gestion committee should discuss the rejection 
personally with the employee in order that 
he may understand why the suggestion was 
not acceptable. Few things will cause a sug¬ 
gestion scheme to die more quickly than to 
ignore or to forget the employees who make 
the suggestions. An important factor in the 
rejection interview is the personality and the 
manner of the rejector. His manner may 
stimulate the employee to submit additional 
ideas or discourage him permanently. 

7. The employee should have the right of 
appeal when his idea has been rejected. If 
he cannot be convinced that his idea is value¬ 
less, he should have the privilege of prepar¬ 
ing new charts, drawings, or evidence of its 
worth. 

8. The members of the awarding commit¬ 
tees should include several employees. The 
employees then will know that they are rep¬ 
resented in the determination of awards. If 
they are not thus represented, some of the 
employees may suspect the company of steal¬ 
ing their brilliant ideas. 

9. The employees who make the best sug¬ 
gestions should receive publicity in the plant 
paper, on the bulletin board, or at a general 
meeting. A few firms give no financial reward 
for accepted ideas, but consider promotion, 
prestige, and personal pride a sufficient re¬ 
ward. Such a policy is often harmful, because 
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it stimulates the sycophants rather than the 
more balanced personalities. 

10. The awards or rewards should be com¬ 
mensurate with the value of the idea. If the 
company demands from each employee a 
waiver of rights for a patentable idea, the 
flow of suggestions is certain to decrease. If 
a suggestion has little cash value to the com¬ 
pany, the reward may be modest, but not 
less than five dollars. The employee who is 
given too small a reward is likely to be teased 
by his fellow workers; for example, “Well, 
Bill, are you gonna buy a new house and car 
with that two dollars and a half you got 
for your bright idea?” 

A point which easily escapes employee at¬ 
tention is the company’s lack of ability to pay 
off on imagination and ingenuity alone. Most 
improvements become valuable only by their 
cumulative impact on a large number of 
operations. This fact makes it necessary for 
managements to explain to employees the 
reasons for its system of awards. 

The formulas used to calculate awards vary 
considerably. However, a study of 53 com¬ 
panies revealed definite relationships between 
award practices and the number of sugges¬ 
tions submitted: 

1. The granting of low minimum awards, 
sometimes called token awards, such as some 
companies offer for safety suggestions, tends 
to increase the total number of suggestions 
received. 

2. The granting of even an occasional high 
award also tends to increase the number of 
suggestions received. 

3. As the number of suggestions received 
increases, the acceptance rate tends to in¬ 
crease. (Part of the increase in the accep¬ 
tance rate may be attributed to the granting 
of token minimum awards.) 

4. As the number of suggestions received 
increases, the average award tends to decline. 
(Part of the decline may be attributed to 
the granting of token awards by companies 
receiving a larger number of suggestions.) 

Sixty-five per cent of the concerns re¬ 
sponding in this survey calculate the amount 


of the award on a percentage basis of savings 
to the company. Of interest is the fact that 
the firms using a net saving formula receive, 
on an average, 530 suggestions annually per 
1,000 employees, whereas those employing 
a gross saving formula receive only an aver¬ 
age of 250 suggestions per 1,000 employ¬ 
ees. 11 

Suggestion systems, like all other group 
methods of influencing employees, depend 
for their success upon the alertness and abil¬ 
ity of the management. One of the coun¬ 
try’s leading manufacturers of a highly tech¬ 
nical product receives about forty suggestion 
letters a day. An expert examines each sug¬ 
gestion to determine whether it is of any 
possible value to the company. This company 
has found that it pays to examine one thou¬ 
sand ideas in order to find six that are 
definitely valuable and can be adopted with 
satisfactory results to the company. The 
management of this company, however, is 
“on its toes” in many respects, and its careful 
consideration of submitted ideas is simply 
one phase of an aggressive outlook. 

Summary 

Many formal methods of dealing with em¬ 
ployee relations are available to management 
and employees. The extent to which various 
methods or plans are used and factors to 
consider in their use may be studied from 
reports published by scores of research organ¬ 
izations. Among the organizations that report 
valuable studies of industrial relations are the 
National Industrial Conference Board, Inc., 
The Brookings Institution, The American 
Management Association, and The Policy¬ 
holders Service Bureau of the Metropolitan 
Life Insurance Company. Those who deal 
with employee relations should become 
acquainted with the publications of these 
and other sources of information, such as 
the current professional and business journals. 

Studies of such publications indicate that 
industrial relations activities are a mark of 
alert management rather than of a desire to 
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exploit workers. Intelligent managers wish 
to supply pleasant working conditions, vaca¬ 
tions with pay, rest rooms, physical examina¬ 
tions, insurance, and pensions for employees. 
The money spent for such provisions is not 
necessarily taken out of the employees' pay 
envelopes. At least one study showed that 
the companies which engage in industrial re¬ 
lations activities pay higher wages, on the 
average, than companies which provide few 
activities such as bonuses, profit-sharing, 
vacations with pay, and group life insur¬ 
ance. 14 This study also indicated that a weak 
management cannot bolster itself by the use 
of welfare devices. On the other hand, the 
strong management tends to be intelligent 
in its employee relations as well as in its 
customer and financial relations. 

Whenever industrial psychologists have 
studied methods of management, the usual 
result has been that the spirit back of the 
methods has been more important than the 
method itself. After all, we should expect 
this to be true. Employees are human beings. 
When owners and managers prefer to con¬ 
tinue to operate their business in the old 
boss-subordinate manner, difficulties tend to 
develop, and owners may wonder whether 
they should quit entirely. 

Ganeroaity Alone Doea Not Produce 
Good Employee Relotlona 

In 1910, a certain successful factory owner 
in a Wisconsin town decided that he would 
like to do something big and fine for his 
employees. He had become so wealthy that 
the making of money appeared to be rather 
easy. He had more or less “made his pile.” 
After some consideration, he realized that 
the town offered his employees very little 
suitable recreation. Accordingly, he decided 
that he would build a beautiful clubhouse 
for the use of his employees—to show his 
gratitude to those who had helped him make 
his fortune. 

He owned a valuable plot of land that was 
near the center of the town’s business section 
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and an ideal location for a clubhouse. He 
engaged architects, approved their plans, 
selected the materials, made contracts, and 
paid the costs of construction. In the course 
of construction, he told the employees about 
the recreation center that he was having built 
for them. When the building was completed 
but still unequipped, he announced the rules 
for the use of the clubhouse and stipulated 
that each employee should pay a membership 
fee of one dollar each year as a partial pay¬ 
ment of the cost of operating the clubhouse. 

Some of the employees immediately criti¬ 
cized the “rich old man” for his gift. "Why 
doesn’t he pay the cost of operation?” they 
said. When the employer learned of the at¬ 
titude of his employees, he became discour¬ 
aged by their lack of gratitude and an¬ 
nounced that he would not give the clubhouse 
to them. He then offered the building, which 
could be used for a gymnasium, to the local 
high school on the condition that the com¬ 
munity would raise ten thousand dollars to 
cover the cost of the equipment, which had 
not yet been installed. The high school stu¬ 
dents were delighted at the prospect of 
receiving a much-needed gymnasium. The 
students were allowed thirty days in which 
to raise the money for the equipment. They 
solicited energetically during this time but 
were able to raise only about seven thousand 
dollars in subscriptions, and requested an 
extension of thirty days for additional solicit¬ 
ing. The students had encountered consider¬ 
able difficulty in getting subscriptions be¬ 
cause the “donor” of the clubhouse was not 
well liked by many of the well-to-do people 
of the town, and at the end of the sixty days 
of hard soliciting, they were still more than 
a thousand dollars short of the specified 
amount. They reported their failure to the 
philanthropist and tried to make a suitable 
“arrangement.” But he was obdurate; he was 
through. 

Some time later, workmen were hired to 
demolish the building. The building materials 
were sold or dumped into the river. In a 
short time, the excavation for the foundation 
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was filled in, and sod was placed on the site. 
The beautiful new clubhouse was gone and 
the experience had cost the employer approx¬ 
imately one hundred and seventy thousand 
dollars! 

This incident from American industry il¬ 
lustrates an old principle that many employers 
have had to learn through costly experience; 
namely, that employees must be mentally 
prepared lor the employer’s well-meant human 
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PROJECTS 


1. Assume that you are the executive given the 
task of instituting a profit-sharing plan to your 
plant. To what aspects of worker psychology 
would you give special thought? How would 
you proceed? 

2. Assume that you have been given the same 
kind of task for instituting an employee stock 
ownership plan. What factors would you con¬ 
sider in organizing the plan? In what ways 
does the plan of procedure for instituting a 
stock ownership plan differ from that for a 
profit-sharing plan? 

3. In what ways would you vitalize a suggestion 
system already functioning, theoretically at 
least, in an industrial plant? What would be 


your steps of procedure? State in one sentence 
the principle of psychology that you are em¬ 
ploying in each step. 

4. Compile a list of industrial relations services 
a company can give its employees at a nomi¬ 
nal cost. Ask several workers to check those 
which they think they would like and those 
they would not care for. Do workers seem to 
agree as a whole or are individual differences 
pronounced? 

5. Examine the magazines in your library and 
list those which have regular departments that 
treat industrial relations problems. Examples 
of such magazines are Business Week and 
Dun’s Review and Modern Industry. 
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The ilreit and confiicl ospecls of certain lobor relations ore often given considerable attention, but 
the typical psychological influences offer more of interest to students of psychology. 




CHAPTER TWENTY-FOUR 

ORGANIZED LABOR 


One of the most jormalized relations 
between the employees of some companies and their management 

is the labor union. 

Many management men look upon the development of unions 
as an indication of management’s failure in meeting employees’ 

psychological and economic needs. 
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^abor unions have so many psychological 
aspects that any attempt to discuss them 
is likely to become a description of human 
nature itself. Examples of good and bad 
unionism are as plentiful as the examples of 
good and bad psychological adjustments by 
individuals. 

Even the most objective description of 
unionism is likely to arouse criticism or 
defense on the part of some readers, depend¬ 
ing upon their psychological needs and their 
identifications. Each reader is likely to be 
either an advocate or a critic of unionism 
even though he may imagine that he is objec¬ 
tive in his thinking. Thorough objectivity in 
this field is difficult for each one of us. One 
reason for this difficulty on the part of an 
executive is that he likes to think of himself 
as the leader of his employees. Unions and 
union activities often interpose themselves 
between the executive and his employees. 
Some union leaders try to drive a wedge 
between the employee and his company. They 
may even go beyond the . .point of telling 
him that the union is a good thing, and far 
into the zone of trying to persuade him that 
his company is his natural enemy, never to 
be trusted or respected, actuated entirely by 
unworthy motives and managed exclusively 
by men who are stupid or dishonest or both.” 1 

Why Workers Join Unions 

Management men like to think that work¬ 
ers join unions because of coercion. Actually, 
most join because the union provides a busi¬ 
ness service: greater security in the job, 
higher wages, better working conditions, pro¬ 
tection against arbitrary or unfair treatment 
by management, and other services. The 
worker who belongs to a union feels more 
secure—nobody in management can push him 
around unfairly. He cannot lose his job as 
easily as he might if he were dependent 
only upon his own relations with manage¬ 
ment. After all, he knows that foremen come 
and go and he cannot predict whether the 


next one will be considerate of him and 
his needs. 

Most employees have need for a business 
service organization that represents them and 
their job security needs. Even though the 
nonunion employee has a job that he likes 
and does well, he knows that he can be 
discharged for numerous reasons including 
arbitrary action by a superior. If he is dis¬ 
charged or laid off, his financial resources 
may not carry him over comfortably to the 
next job. As a family man, he probably is 
buying a home, a car, and one or more 
electrical appliances on an installment basis. 
As long as his regular income continues he 
can meet the payments and at the same 
time support his family adequately. As soon 
as his income stops for even one month, he 
and his family are likely to suffer and many 
of his savings in the form of equities in 
purchases may disappear. His financial re¬ 
serves are so limited that he feels he should 
seek the services and protection that a union 
can provide. He also knows that the employer 
is not a completely free agent in the market 
—he must run the business to meet competi¬ 
tion and to please the customers. The cus¬ 
tomers’ wishes and the survival of the 
company take precedence over the continua¬ 
tion of his employment. Besides, if it should 
become necessary for the employer to lay 
off some men, he believes that the ones 
selected for layoff or discharge should be 
influenced by an organization that represents 
all the plant employees. 

This kind of felt need on the part of 
workers of many industries has been ac¬ 
centuated by automation. 

Fortunately, many management men do 
put themselves in the place of the worker 
confronted with job insecurities and seek to 
enable him to attain an optimum degree of 
security. If job tenure is not possible, man¬ 
agement should at least give the worker an 
appreciation of why the need cannot be 
answered by explaining the company’s limita¬ 
tions and competitive problems. Usually, if 
the worker feels that his needs are under- 
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stood and that management wants to meet 
them, he can participate with management 
in dealing with the company’s problems as a 
colleague, not as someone who must accept 
whatever management is willing to give.* 
To the worker of the large corporation, 
members of management appear to be remote 
privileged persons who do have job security. 
The union leaders, in contrast, are men like 
himself who claim to understand him, they 
cater to him and treat him as an equal. This 
is especially likely to be the feeling of people 
engaged in mechanized work. To the worker, 
the labor union is an instrument for enhancing 
his dignity as an individual. When the work¬ 
er’s dignity is ignored and his needs are not 
recognized, his resentment is likely to be 
expressed by increased loyalty to the union. 
His incidental complaints and grievances are 
manifested through various forms of hostility, 
often irrationally, as in wildcat strikes and 
slowdowns. For some members, the union also 
offers an outlet for aggression against the 
autocratic or the paternal figure of manage¬ 
ment. 3 

Most employees who belong to unions are 
loyal to their union officials. They are not 
greatly concerned about newspaper reports 
of embezzlement and misuse of union funds 
by union leaders. They are more concerned 
about getting more benefits through the one 
organization that represents them and their 
interests. 

Adverse publicity and findings of union 
atrocities that are revealed in congressional 
and other hearings seldom destroy the faith 
of a union member whose leaders have accom¬ 
plished something for him. He thinks of his 
recent wage increases, improved fringe bene¬ 
fits, and better working conditions, and he 
believes—rightly or wrongly—that these im¬ 
provements have been brought about by his 
union. He feels that if his union were to be 
destroyed or weakened, he might once more 
be at the mercy of an arbitrary member of 
management. His employer might be a kind 
person, or on the other hand, he might not 
be. To the worker, his union provides a set 


of effective brakes on management. He is not 
too confident about how well his relations 
with management would operate if the brakes 
were removed. 

The workers who will not join unions are 
not without desire for security, opportunity, 
an improved standard of living, and recogni¬ 
tion. But they either have resigned them¬ 
selves to the belief that these things are 
unattainable or have concluded that some 
other method for getting them is more fea¬ 
sible. These men believe that their employer’s 
good will and good sense will provide as 
much security and recognition for them as 
they could get through the unions. They may 
prefer to rely on their own individual ef¬ 
forts; or they may feel that only far-reaching 
political and economic change could effect 
any real alteration in their circumstances. 

Behavioral Patterns of Some 
Union Leaders 

Members of management who deal with 
union leaders tend, in time, to find that these 
men have certain typical characteristics. Of 
course, the executives realize that individual 
differences occur among labor union leaders 
as well as among executives and other occupa¬ 
tional members. They do, however, become 
aware of patterns, or signs of behavioral pat¬ 
terns, in the psychological make-up of union 
leaders. Unfortunately, these patterns have 
not as yet been studied by social scientists to 
the same extent that behavioral patterns of 
business executives have been studied. A 
reason may be that union leaders are more 
defensive and less confident about them¬ 
selves. They therefore do not like to be 
analyzed even though the purpose of the 
analysis may be friendly. In contrast, the 
able, self-confident, emotionally secure execu¬ 
tive does not, as a rule, care how much any¬ 
one studies him. 

However, a few systematic studies have 
been made of union leaders. Howard M. 
Bogard, for example, administered a battery 
of tests and biographical inventories to 40 
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trainees of the International Ladies Garment 
Workers Union and to the same number of 
management trainees of the Grace Line, Inc., 
a major international shipping corporation. 
The two groups differed markedly. The union 
trainees were found to be somewhat less 
intelligent and less aggressive than the man¬ 
agement trainees. However, both groups 
tended to score above the general population 
in both of these traits. The ILGWU trainees 
appeared to manifest less social maturity, to 
be less responsible, and to reveal a long¬ 
standing propensity to overt conflict with 
authority figures. They appeared to reveal the 
strong social feelings encouraged by the union, 
to be aggressive, assertive, and impulsive. 
Their data suggested a lack of emotional 
maturity. However, in most of the traits 
studied, the picture of the two groups was 
close to the ideal types sought by the parti¬ 
cular union or management program admin¬ 
istrators. As usual in studies of this kind, 
individual differences found within each group 
were often considerable. 4 

Another study of sixteen personality and 
other variables of union stewards and man¬ 
agers was made in regard to 33 tool-and-die 
shops. One of the few statistically significant 
findings was that shops with a low emotional 
tone tend to have union stewards who are 
sensitive and thin-skinned. 5 

When we attempt to describe behavior 
patterns that characterize typical labor union 
leaders, we have to depend mainly upon em¬ 
pirical judgment rather than statistically 
significant measurements. The approach must 
be qualitative, not quantitative. This limita¬ 
tion is, however, also applicable to studies 
of members of other groups in business and 
in society. Few quantitative evaluations of 
people are ever statistically proven or espe¬ 
cially useful in our human relations. The 
patterns we see through our experiences with 
the specific individuals must be our main 
guide. 

Those who have had considerable experi¬ 
ence in dealing with labor union leaders re¬ 
cognize that many of them are capable and 


ambitious, but they never learned to feel at 
home in the company of people in manage¬ 
ment or in the social groups frequented by 
executives. Many college students feel the 
same way, but the ambitious business-oriented 
student typically identifies himself with man¬ 
agement. He looks forward to becoming a 
member of management and associating with 
executives as an equal. The union leader does 
not. He does not identify himself with man¬ 
agement and therefore has difficulty in under¬ 
standing or trying to understand business 
problems and how to deal with them con¬ 
structively. He identifies with the employees, 
whom he perceives to be like himself: unap¬ 
preciated, neglected, or exploited. He often 
feels frustrated in his desire for advancement 
because he realizes that he does not fit into 
the group that is likely to advance into 
management. 

Another type of union leader is the one 
who is rebelling against authority. The man 
who has rebelled violently against authority 
is rarely found in management. He is, how¬ 
ever, frequently found among those union 
leaders who are in power in the early history 
of unionism in a company—the fighting stage 
of union-management relations. He is elected 
to office because he has the characteristics 
that a new and insecure union needs if it 
is to achieve the things its new members 
desire of it at the time of its organization. 
When such a union leader first appears across 
the negotiating table from management, he 
causes a good deal of dismay among the 
management men. They realize that such a 
man is resentful toward management and 
completely unwilling to bury the past in order 
to build a new relationship. Consequently 
the growth of peaceful industrial relations 
is checked so long as he is in power. 

In the normal course of events, however, 
the union achieves some of its purposes, and 
with this achievement comes a measure of 
security. When this happens, there is likely 
to be a change in union leadership. The fiery 
oratory of the aggressive rebel against 
authority does not get much response from 
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members who cannot be whipped into a 
frenzy after their main desired rights have 
been recognized and granted by management. 
The authority-hater moves on to another 
company where his zeal fits the kind of situa¬ 
tion that calls for inflammatory leadership. 
Of course, a few of these leaders may remain 
for some years after management has accepted 
the union. 

Imberman'i Study of Labor Leadon 

The purpose of Imberman’s study was to 
facilitate labor relations by an analysis of 
the leaders’ characteristics. Over a two-year 
period, he worked for a public relations firm 
having two large unions as clients. His work 
brought him into friendly contact with 249 
labor leaders of 42 unions. 

He found that most of the labor leaders 
come from a laboring class family, do not 
have much schooling above grade school, and 
have found the union the most feasible means 
of attaining financial success and power. But 
the labor leader often finds that neither he 
nor his family is accepted socially, in certain 
groups. Members of these groups think of 
him as on the occupational level of the mem¬ 
bers of the union, and as a dishonest power- 
grabber. Even political office, which many of 
the successful union leaders seek, does not 
protect him from social rebuff. The resulting 
frustration breeds bitterness. 

The bitterness over being unaccepted 
socially may work itself out by: ( 1 ) antagon¬ 
ism toward the employer, resulting in un¬ 
reasonable union rulings and demands and 
(2) accepting bribes for favorable decisions. 
The bribe may not be in the form of im¬ 
mediate cash but in an “arrangement” where¬ 
by the company agrees to buy products in 
accordance with a special contract that bene¬ 
fits the labor leader’s private business on the 
outside. However, bribes are a common prac¬ 
tice with certain types of union leaders only, 
and when those leaders refuse a bribe, it 
may be because of the insulting manner in 
which it is offered. 


Imberman also found that a high propor¬ 
tion of these leaders found some solace in 
the company of women who were “of better 
social graces and elegancies than the original 
wife, seeming to indicate that even here the 
drive for acceptance and higher social status 
may be operating.” 

He concluded that the difficulties that exist 
between labor and management exist not so 
much over issues but over the fact that man¬ 
agement as a group snubs or appears to snub 
the labor leader socially. He suggested that 
a helpful remedy for management people 
would be to accept the labor leader, make 
him an important member of the community, 
and have him join exclusive clubs. This, he 
thinks, would tend to cause the antagonism 
expressed across the bargaining table to dis¬ 
sipate itself. 6 

Unfortunately, this recommended remedy 
is not feasible. Any union leader who would 
hob-nob with management men would arouse 
suspicion on the part of his own rank-and-file 
members. They would assume that he was 
taking the points of view of management 
and would not fight for the members’ rights. 
Such a union leader would be in office until 
the next election only. Few labor leaders 
could take the risk of adapting themselves 
to a new social environment that might lead 
to identification with management. The main 
contribution of Imberman’s study is its im¬ 
plication that management men in all their 
relations with union leaders should be relaxed, 
respectful, and friendly toward each as an 
individual even though he may be an em¬ 
bittered, unreasonable person. 

In many companies, the psychological pat¬ 
terns of the union leaders differ markedly 
from those of the majority of union mem¬ 
bers. Management men note this and often 
ask the question: “Why do our friendly and 
reasonably well-balanced employees usually 
vote into union office the most cussed candi¬ 
date rather than the typical normal coopera¬ 
tive type of employee?” The answer becomes 
simple when we remind ourselves that most 
employees think of the union as providing a 
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business service—the disputatious officer is 
more likely to get higher wage rates and 
better working conditions than the easy-to- 
get-along-with union official. They want a 
union leader who will watch the wage in¬ 
creases being secured in other plants and be 
sufficiently aggressive to make his members 
feel that he is achieving the best wage ar¬ 
rangements that can be obtained for them. 
Union leaders do, of course, find causes of 
grievances and correct them but these are 
extra services between contract negotiations 
rather than the main service to the members. 

Characteristics in the pattern of typical 
union leaders, as noted from contacts with 
them, are: 

1. Little education 

2. Above average intelligence 

3. Laboring class family orientation in child¬ 
hood 

4. Leadership ability 

5. Feeling of rejection by members of social 
classes who are on same income level as the 
union leader—management symbolizes a social 
rank unattainable by labor leaders 

6. Usually functions in a situation that does 
not permit close associations with management 
as a colleague of management for fear of being 
accused of "selling out." 

Member Participation in Union Affairs 

Leonard R. Sayles and George Strauss 
have reported findings from a series of un¬ 
structured interviews with union members. 
They found that the members’ participation 
in day-to-day union activities contrasted 
sharply with their loyalty to the union in 
strikes. Also, even though members exhibit 
strong loyalty toward their union as an in¬ 
stitution they frequently criticise the union’s 
officials. 

The interviews revealed that the typical 
member is convinced he needs his union for 
protection against arbitrary management ac¬ 
tion and for obtaining economic security. 
Members expressed their need for the union: 
"Without a union we would be lost; the 
company could really take advantage of us.” 
Members will endure privations to belong to 


the union and to win strikes. The typical 
member will remain loyal during a strike 
even though he is subjected to tremendous 
pressures such as those of seeing his children 
hungry, lack of his wife’s sympathy, and 
putting up with an openly hostile community. 

At the same time that the union member 
demonstrates firm loyalty in regard to the 
union’s economic functions, he is apathetic 
toward the union’s internal activities. For 
example, attendance at regular meetings of 
large industrial unions averages two per cent 
to eight per cent of the total membership. 
Attendance at meetings for a strike vote or 
contract negotiation averages from 40 per 
cent to 80 per cent. 

Many workers do not seek or accept union 
offices. Reasons given are "All those meet¬ 
ings to go to,” "No time with the family," 
"Always some guy after something he doesn’t 
deserve,” and so forth. An important con¬ 
clusion was: 

For a small group, the union is a way of life; 
for the majority, it is but a method of represen¬ 
tation, although a very important one. For the 
leaders, the union has become an end in itself; 
for the rank and file, it is but a means to an end, 
a way of gaining greater security on the job, not 
a great social movement. 7 

Dual loyaltlai 

In many cases, both company and union 
are in competition for the loyalties of the 
worker. Some people imagine that the work¬ 
er’s dual allegiance to company and union 
is impossible. In some companies, the workers 
are split into two sharply defined groups: 
one, pro-management and anti-union, the 
other, pro-union and anti-management. 

Investigations indicate, however, that in a 
unionized plant both labor and management 
can have the allegiance of the worker. As 
long as these demands are not contradictory, 
the worker can live up to the expectations of 
both company and union. He can have dual 
allegiance and be thought of as loyal by both 
parties, for he is meeting their requirements. 

Theodore V. Purcell conducted a study of 
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a unionized Swift plant to find out whether 
the employees’ attitudes were favorable or 
unfavorable toward the company and the 
union. 8 His findings show that most of the 
workers had a dual allegiance: 


Unfavorable to both company and union ... 0 . 

Neutral to both . 05 

Favorable to one & unfavorable to other . . . 13 . 

Favorable to one & neutral to other. 13 

Positively favorable to both . 73 . 

Stewards with dual allegiance .. 

Foremen with dual allegiance . 57 . 

In general, the majority of workers in a 
company find that they can favor and sup¬ 
port both the company and the union. They 
can do this in spite of the fact that they often 
disagree with spokesmen of both management 
and labor. The workers do not feel that 
conflict is inevitable, or that they must ac¬ 
cept one group and reject the other. Many 
accept the state of dual allegiance.’ 

The fact that a worker joins a union does 
not mean that he is therefore anti-company. 
The employer may still be able to gain the 
good will and cooperation of many of his 
employees who belong to a union. In some 
cases, the union employees are “loyal” to the 
employer and the employer in turn, is “loyal” 
to the union. 

Unions have also contributed toward easing 
some employers’ burdens. For example, unions 
are likely to call the management’s attention 
to rates of pay and other conditions that 
hinder production. Workmen are more apt to 
speak their minds freely when they know they 
have the union to defend their rights. Foremen 
of unionized plants also must improve their 
skills in handling their men. Foremen cannot 
take out grouches on men who are unionized. 
Recognition of the union tends to clear the 
atmosphere for the employees and enable 
them to express their grievances. On the 
other hand, many unions also act as a kind 
of wedge between the management and the 
men, thus preventing management and men 
from ever understanding each other or co¬ 
operating wholeheartedly. 


As stated by Arnold S. Tannenbaum in a 
report of a seminar jointly sponsored by the 
Institute of Labor and Industrial Relations 
of the University of Michigan and Wayne 
State University and the Foundation for 
Research on Human Behavior: 

The labor movement has repeatedly expressed 
aversion for efforts toward developing some of 
the psychological positives. These are often 
identified as cow sociology and manipulation 
techniques for exploiting the worker and under¬ 
mining the power of the labor movement. The 
satisfied worker is thought to be a “tranquilized” 
worker. In its zeal to protect itself against this 
“tranquility," labor has perpetuated a set of cul¬ 
tural norms which define work in essentially nega¬ 
tive terms The ideal image of the working man 
which the labor movement provides is not that 
of a man enjoying his work. This is ironic since 
in many unionized plants, the man who enjoys 
his work is more likely to be an active and loyal 
union member than his less satisfied brothers. 11 * 

A few unions and companies have coop¬ 
erated in developing programs of education 
for workers. Such attempts, when sincerely 
and objectively conducted, are likely to result 
in long-term improvements in industrial rela¬ 
tions. 

The few examples, so favorable to the 
unions, should not cause one to assume that 
strikes have been eliminated from industries 
which have had a long experience with union¬ 
ism. Strikes continue with great frequency 
in some highly unionized industries. 11 How¬ 
ever, the strike records of individual industries 
vary so greatly that the results of unioniza¬ 
tion in specific industries are likely to depend 
upon factors other than extensive unionism. 
Unionism may become popular in a specific 
industry because, for example, employees re¬ 
sent certain policies of a particular manage¬ 
ment. They may be reacting to emotional 
stress. 

Why Workers Strike 

When an industrial conflict reaches the 
strike stage, everyone loses, especially if the 
strike is one of long duration. The employer 
loses in sales and maintenance costs. The 
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customers and stockholders lose. The em¬ 
ployees, in particular, lose wages and savings 
that may require years of labor to recoup. 

Labor union leaders claim that they do 
not want strikes and blame pigheaded indus¬ 
trialists for causing them. Industrialists claim 
that they do not want strikes and blame the 
irrationality of power-seeking union leaders. 
Both the labor leader and the industrialist 
claim that the other fears and hates him 
without just cause. Rumors and suspicions 
flourish. Grievances flare into strikes, slow¬ 
downs, and work stoppages. 

The factors in industrial relations that lead 
to strikes are difficult to analyze scientifically 
because of the numerous influences and un¬ 
recognized variables at work. A strike does 
not occur because of a few influences. Only 
the precipitating influences are revealed by 
most investigations of strikes. The predis¬ 
posing influences are usually overlooked. 
Group dynamics and the ways that people 
react to stress should be studied to discover 
more comprehensive factors than are revealed 
by the published reports of strikes. A riotous 
strike is an act of aggression under stress. A 
few significant studies have been made of 
the ways in which people tend to act under 
stress. For example, a study of lynchings 
indicated that when the price of cotton went 
down in fourteen states, the number of 
lynchings went up. 12 Race riots and similar 
forms of aggressive expression have been in¬ 
vestigated and found to involve strong fears, 
frustrations, and stress. 13 

Of course many studies of violent aggres¬ 
sions that develop from frustration and fear 
do not reveal all the basic causes of many 
strikes and labor union activities of today. 
Additional questions, such as the following, 
need to be asked: 

1. To what extent are seekers of power in 
conflict? Either management or labor union 
leaders or both may be seeking greater eco¬ 
nomic power in order to maintain or to 
strengthen their position in the economic life. 
Sometimes the worker is exploited for the 
benefit of power-seekers, as reported by 


Arthur O. England on his return from a study 
of industrial relations practices in various 
Mid-West plants: 

The average worker is a sympathetic sort of 
a fellow who is ruled generally by his emotions 
rather than by logical thinking and reasoning. 
Sometimes this sympathetic fellow gets taken 
for a ride. Surrounding us are people who desire 
power. Their desire for power is a personal one. 
We have seen how these power boys have "rifled" 
their way to the top. They may have to distort 
the facts a little. They may appeal to our needs, 
those needs reflecting our weaknesses, those areas 
where doubts can creep in. 

These leaders are smart, for their own good, 
because they understand a fundamental fact 
about human nature. It’s easier to make people 
unhappy than to make them happy. It’s easier to 
put people on the defensive than to strengthen 
their prestige. It’s like the old story about the 
mother trying to put her two children to bed. 
The vociferous neighbor brings them candy and 
tells them stories. "Why go to bed? Stay up and 
play like the rest of the kids. Here, have ten 
pieces of candy. Candy never hurt any youngster. 
Your mother;' the intruder goes on. "must be 
an old witch to make you go to bed so early and 
not let you eat all the candy you want." Well? 
Our mother is truly put on the defensive now. 
How can she regain the respect and confidence 
she needs to rear her children properly? The 
American worker has been kept up long past his 
bed time. We can’t blame him for being a sym¬ 
pathetic individual—that's a rather general 
American feeling—but he has been the subject 
of some pretty bad guidance. Too much candy 
and too little sleep have made a pretty sick fellow 
out of him. 

It’s easy to see why a successful concern has 
to stand for more than a square deal. In addition 
to its products it must also produce good citizens 
out of its employees. 14 

2. What stage has been reached in the 
development of employer-union relations? 
The life history of most old well-established 
employer-union relations usually has three 
stages: (a) The organizational stage, when 
the union tries to get a foothold in the com¬ 
pany. The employer resists and the union 
intensifies the fight. The union leaders are of 
necessity very aggressive and belligerent; (b) 
The cold neutrality stage, when the union 
has won recognition and the employer acts 
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in accordance with the requirements of the 
contracts; (c) The established stage, when 
the union and the employer have learned to 
live and work together in a more or less co¬ 
operative manner. The leadership of the 
union has changed from the hard-boiled 
fighting variety to a more cooperative type. 
However, completely genuine cooperation be¬ 
tween union and employer is rare, regardless 
of the stage of stability attained by the 
union. 

An analysis of labor events today indicates 
that many unions are moving toward the 
third or established stage. 

These trends should be checked at inter¬ 
vals in the future to see if they continue or 
waver. 

3. Are the labor union leaders trying mere¬ 
ly to increase their share of the “economic 
pie," or are they trying to enlarge the pie? 
If the returns from a business enterprise 
may be considered a pie, there are two ways 
for a union to get more pie. One way is to 
fight for as big a piece as can be obtained. 
Another way is to increase the size of the 
pie through greater worker productivity. The 
former method is called collective bargaining; 
the latter, union-management cooperation. 
Economically, wage increases tend merely to 
distribute rather than create property. 

Are the policies and practices of the union 
designed to make work and cause feather¬ 
bedding in order to please members, or are 
they designed to stimulate members to pro¬ 
duce more in a cooperative relationship? 

4. Are conflicting ideologies influencing the 
employer-union relations? So many examples 
of such conflict have occurred in recent years 
that only one need be mentioned here. A 
comparative study was made of two Pacific 
Coast industries: the pulp and paper industry 
and stevedoring. These two industries had 
contrasting records. The former enjoyed in¬ 
dustrial peace; the latter suffered from a 
continuous record of conflict. On the basis 
of his findings, the investigator of the two 
groups made several generalizations, one of 
which concerned ideology: 


Where employers and union representatives 
hold irreconcilable differences in economic belief, 
and where the union representatives have not 
only been thoroughly indoctrinated with left wing 
philosophy, but where this philosophy has been 
the touchstone of union action, hope for enduring 
industrial peace is illusory, and conflict, whether 
open or concealed, pervades and dominates the 
employer-employee relationship. 

Officers of the Longshoremen’s Union have 
assumed since 1934 that the purpose of collective 
bargaining is not to establish a system of indus¬ 
trial jurisprudence, but rather that it is a device 
through which, under the cloak of an agreement, 
unremitting if undeclared warfare can be carried 
on against the employers. Since any procedure, 
no matter how devious, has been considered as 
legitimate under conditions of war, it was this 
philosophy which dominated the position of the 
union’s representatives. They have looked on the 
employers not as a necessary and desirable com¬ 
ponent in a joint industrial effort, but as an 
inescapable evil. Co-operation and collaboration 
have been to them unthinkable and basically 
undesirable Consequently, the written word, 
whether it be the language of a collective bar¬ 
gaining agreement or an arbitrator’s award, was 
scrutinized with the objective of finding some way 
to torture its plain intent and meaning to the 
advantage of the union, rather than as a rule 
to be observed and followed. This is definitely the 
approach of the ideological unionist. 1 * 

S. Are the policies of the unions and of 
management based on a desire to strengthen 
the personality of the individual worker or 
merely to cater to his weaknesses? Labor 
unions, in addition to being service organiza¬ 
tions are also political organizations. A union 
politician is, in effect, constantly running for 
office. Such an objective on his part will 
naturally cause him to cater to the weak¬ 
nesses and prejudices of the workers. He will 
have little interest in policies that strengthen 
either the worker’s personality or the com¬ 
pany’s economic position. 

Collective Bargaining—Contract 
Negotiations 

The negotiation of the contract in collec¬ 
tive bargaining calls for high degrees of skill 
in human relations on the part of both the 
representatives of the company and of the 
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union. To some, it is a process of “haggling,” 
comparable to the bargaining in an oriental 
bazaar. The best price offered by the dealer 
at the outset is not his best price at the 
end of the last bargaining session. 

In modern collective bargaining between 
the larger unions and companies, the business 
agent of the national or international organ¬ 
izations negotiates the contract. He works 
full time at this, negotiates day in and day 
out, and js usually of an alert aggressive 
character. Business agents of this caliber 
receive salaries that compare very favorably 
with or exceed the salaries of company ex¬ 
ecutives. 16 

Negotiating is no longer for the man who 
comes off a machine to sit at a bargaining 
table once every few years. In big union 
negotiations as in the automotive industry, 
economic and other specialists back up the 
teams of both sides. Experts are hired as 
consultants. 

In some cases the dealings between the 
company and the union are approached in a 
legalistic manner. More often, they become 
similar to the last days of a hot political 
campaign. 

Pitfalls that an experienced company 
negotiator avoids are: 

1. Smugness. Representatives of labor 
unions are typically quick to resent any im¬ 
plications of their social or other inadequacies. 

2. A show of undue concern. If manage¬ 
ment is scared at the start, the opposition 
can capitalize their defensiveness. 

3. Personality conflict at the bargaining 
table. If two or more persons there hate each 
other before the sessions begin, the negotia¬ 
tions will tend to accentuate the hostility. 
One or both parties should withdraw tactfully 
by claiming that his presence is needed else¬ 
where. 17 

The collective bargaining process should 
be perceived not as a situation where man¬ 
agement or the union wins or loses in a 
power struggle, but as a form of communica¬ 
tion. A knowledgeable writer in this field 
has explained this principle very well: 


A labor lawyer tells the story of a young 
executive who had just taken over the helm of 
a company. Imbued with idealism, he wanted to 
end the bickering he had seen take place during 
past negotiations with labor. To do this, he was 
ready to give the workers as much as his com¬ 
pany could afford. Consequently he asked some 
members of his staff to study his firm’s own wage 
structure and decide how it compared with other 
companies, as well as a host of other related 
matters. He approached the collective bargaining 
table with a halo of goodness surrounding him. 
Asking for the floor, he proceeded to describe 
what he had done and with a big smile on his 
face made the offer. 

Throughout his entire presentation, the union 
officials stared at him in amazement. He had 
offered more than they had expected to secure. 
But no matter, as soon as he finished, they pro¬ 
ceeded to lambaste him, denouncing him for try¬ 
ing to destroy collective bargaining and for at¬ 
tempting to buy off labor. They announced that 
they would not stand for any such unethical 
maneuvering, and immediately asked for 5 cents 
more than the idealistic executive had offered. 

...a large share of collective bargaining is not 
conflict but a process by which the main terms 
of the agreement, already understood by the 
negotiators, are made acceptable not to those in 
charge of the bargaining but to those who will 
have to live with its results! Sometimes this latter 
group includes you and me; but more often it 
includes only those at work in the company- 
supervisors and nonsupervisors. To accomplish 
the bargaining task properly often requires co¬ 
operation, not conflict, between the negotiators; 
and cooperation, even if surreptitious coopera¬ 
tion, is what we frequently find if we look below 
the surface of collective bargaining. 

We find it most easily when we look at those 
industries where the settlements follow a pattern: 
if the industry leader signs a contract, all the 
other companies will then sign, too. It docs not 
matter whether a company makes firm policy 
statements to the effect that it will only pay 
wages equal to those paid similar workers in the 
community; if the union has negotiated a higher 
wage with the industry leader, the labor group 
can normally secure it from the company no mat¬ 
ter what its personnel policies may be. This does 
not mean there are no fights—sometimes there 
are hard-fought ones. 18 

Obviously, some showdown battles in the 
form of strikes do occur but experienced 
negotiators of both managements and unions 
realize that strikes often provide an oppor- 
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lunity for workers to get rid of pent-up 
emotional hostilities. Collective bargaining 
can be viewed as a form of communication 
and emotional catharsis rather than a class 
struggle. 

The negative aspects are, of course, less 
significant than the positive as summarized 
in the following recommendations: 

Collective bargaining is not an isolated event 
to be treated like a David Harum horse trade 
It is a way of life—a way of living with the 
employees upon whose services you rely and with 
the union of their choice... resign yourself to the 
idea that you will have nothing better than a 
cold war, with only the hope of intermittent 
peaceful coexistence, if your labor relations are 
not well managed. 

And since dealing with unions is a continuing 
job for management, I’d like to make some sug¬ 
gestions that may be useful in establishing sound 
labor relations. 

1. Earn a good reputation with your employees 
so that you may bring it with you to the bargain¬ 
ing table.... I am speaking of a reputation for 
firmness, a demonstrated willingness to fight for 
your rights, together with a reputation for open- 
mindedness, reasonableness, truthfulness, trust- 
worthiness and a decent respect for your fellow 
man at every level.... 

2. Your representatives should be able to take 
advantage of your good reputation without soil¬ 
ing it. Be sure that they understand human na¬ 
ture. Brilliant men who quickly step on the toes 
of anyone who steps on theirs are not necessarily 
helpful in the long run.... 

3. Never let your bargaining team forget that 
the union bargaining team has its own internal 
political problems. 19 

Achieving Peace with the Union 

The National Planning Association made 
a seven-year study of labor-management re¬ 
lations under collective bargaining. The study 
was made in order to learn the reasons behind 
successful union relations among thirty com¬ 
panies of varied size and in different indus¬ 
tries. The study indicated clearly that 
industrial peace benefits all concerned. 

The report revealed no new or magic 
formula for achieving industrial peace The 
mvesigations did indicate, however, that 
• ' ,f the y re ally try hard enough, manage- 


ment and unions—two historically hostile 
groups—can co-exist on a basis of reasonable 
equality in an enterprise, with each retaining 
its institutional sovereignty.” 

The main reasons for peaceful relations 
among the companies investigated are both 
procedural and psychological. The psycho¬ 
logical similarities are difficult to define, but 
they are fundamental to good relations. For 
example, when feelings of “good will” and 
"mutual trust” were common to both sides, 
relations were better. And, when both sides 
acted with good will, they found it beneficial 
to their interests. 

As for procedures, the study found that 
most successful collective bargaining sessions 
were carried on without the aid of lawyers 
or other outside agencies. If both sides have 
a mutual desire to reach agreement and both 
sides are frank, their negotiations are likely 
to be effective especially when the representa¬ 
tives of each group have the authority to 
make decisions on the spot. 

To get labor and management cooperating 
together in a true spirit of collective bargain¬ 
ing requires more than a set of rules. But 
'f the study proves anything, it is that in¬ 
dustrial peace can be achieved . 20 

Conflicts between the company and the 
union can, to some extent, be anticipated. 

At Humble Oil & Refining Co.'s Bayway 
Refinery, Linden, N. J., union contracts 
covering both salaried and hourly employees 
have been settled by advance discussion. 
Bargamable problems in this and other com¬ 
panies are being handled as they arise rather 
than letting the contract expire before making 
improvements . 21 


by Management 

Many unions are constantly arguing for 
and demanding more privileges. When they 
know that they have a management that 
thinks in defensive terms only, there is no 
end to their claims. Conversely, they will 
respect firm management. 
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This firmness does not imply that man¬ 
agement may use the same verbal tactics that 
are used by a union. A union representative 
or editor of a union journal may call a 
company president various vile names. The 
president, however, may not retaliate in kind. 
If he were to use the same langauge, no 
matter how great the provocation, he would 
lose the respect of the employees. He is in 
the same position as the lady shopper who 
is reviled by a fishwife—the fishwife can 
use that kind of language and remain a 
fishwife but the lady cannot use the fish¬ 
wife’s language and remain a lady! Similarly, 
union leaders may use language and tactics 
that are “out-of-bounds” for management. 
This limitation does not, however, mean that 
management cannot be firm in holding to 
those principles in which management be¬ 
lieves. 

Positive Approaches to Union Relations 

Most managements of unionized plants try 
to develop and maintain constructive rela¬ 
tions with their unions. They realize that 
labor peace in the sense of absolute freedom 
from conflict is not possible, but they do 
try to keep the conflict within reasonable 
bounds. Thus far, their best hope for doing 
so lies in maintaining a balance of power 
between management and the union. Theoret¬ 
ically, this calls for men of mature leadership 
on both sides. Practically, that cannot be 
expected. It is up to management therefore 
to achieve on its own part the highest level 
of participative leadership it is capable of 
bringing about. Certainly, dealings with labor 
problems require the same executive strength 
and competence as do all other aspects of 
managerial responsibility. 22 

Of course there is no one cause or cure for 
labor conflict. The causes are many and the 
remedies vary with each situation. A common 
ingredient in those programs that have proved 
successful is a constructive attitude on the 
part of management. 

Some employers are honestly trying to 


build more responsibility and maturity among 
the union representatives with whom they 
deal. Methods used are the following: 

First, the employer gives full recognition to 
the union’s collective bargaining status. He 
wants the union to know that he fully accepts 
the union as the spokesman and voice of 
the employees on matters of wages, hours, 
and working conditions. 

Second, the employer does not compete 
with the union for the loyalty of its employ¬ 
ees. As previously stated, employees can be 
loyal to both the employer and the union for 
certain relationships. 

Third, the employer separates the areas of 
conflict from the many nonconflicting interests 
between management and labor. In some rela¬ 
tionships such as contract negotiations, griev¬ 
ance procedure, and arbitration, the interests 
of the company and the union are frequently 
at cross purposes. In others, there is little or 
no conflict of interests as in suggestion com¬ 
mittees, safety programs, good housekeeping, 
social and sports activities, annual picnics, 
and open-house affairs. 

Fourth, the employer works with rather 
than around the union in the field of em¬ 
ployee communications. He does not try to 
out-maneuver the union in getting a message 
across to employees. He works out with the 
union an agreement on channels of com¬ 
munication. 

Fifth, he recognizes that the union is a 
political organization and that at times union 
officials will do certain things simply because 
it is politically expedient for them. 

Sixth, he is firm when necessary. Most 
unions have far more respect for a company 
that has analyzed the facts, has all the per¬ 
tinent information at hand, and will say when 
the time comes, “Based on all the facts, this, 
gentlemen, is the best we can do.” Until man¬ 
agement reaches the point where the union 
knows that management means just exactly 
what it says, the union cannot be blamed for 
trying to put on one more bite and then 
another and another. 23 

Many employers assume that unions are 
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here to stay and that their objective should be 
to maintain a balance of power as has been 
stated by one experienced investigator: 

We must face the fact that labor peace in the 
sense of absolute freedom from conflict is neither 
possible nor desirable. The answer lies in keeping 
the conflict within reasonable bounds. This is 
best accomplished by maintaining a balance of 
power between management and the union. This 
can be done if the business is headed by strong 
and emotionally healthy men who are capable of 
participative leadership. If any lesson stands out 
from the experience of the last SO years, it is that 


labor problems require the same executive 
strength and competence as do all other aspects 
of the business, and are not susceptible to any 
special “quick tricks” or ‘‘gimmicks ." 24 

Industrial relations research indicates that 
of all variables of significance in particular 
union-management relationships, management 
policy stands out as being of crucial im¬ 
portance. Companies which achieved relative 
success in labor relations showed clear evi¬ 
dence of ( 1 ) management by policy, ( 2 ) effec¬ 
tive administration at the worker level, and 
(3) management initiative in labor relations. 25 
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PROJKCTS 


1 . Collect newspaper accounts of recent strikes 
and list the grievances and demands of the 
strikers. Analyze them. What additional fac¬ 
tors of importance would you like to know? 

2 . Obtain reports from several magazines con¬ 
cerning one important strike. Compare the 
several reports for bias. After reading the re¬ 
ports, write your own summary of the issues 
involved in the strike. Show your summary to 
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several critics, asking them whether they de¬ 
tect indications of bias in your summary. 

3. Obtain the copies of official publications of 
several unions. How do they differ from em¬ 
ployee magazines published by employers? 

4. Interview some ardent labor union members 
who are quite vocal in expressing their ad¬ 
vocacy of unionism. What adjustment influ¬ 
ences, Chapters 2 - 6 , do you detect in their 
motivation? 
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CHAPTER TWENTY-FIVE 

AUTOMATION AND ITS 

PSYCHOLOGICAL 

CHALLENGES 


All the cartoons and jokes notwithstanding, 
there is nothing very funny about automation. It is one 

of those great historical forces 
like the Industrial Revolution. It will probably end 
by changing living standards for the better—but only at the cost 
of more than a little harsh human readjustment} 
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m he origin of the term automation has been 
attributed to Delmar Harder, a vice president 
of Ford Motor Company who used it in 1946 
when the company was building a push-button 
plant in Cleveland. He used it to describe the 
automatic handling of parts between succes¬ 
sive production processes. The invention of 
the word has also been attributed to John 
Diebold. Generally, the meaning of the word 
has been broadened to apply to all office and 
factory operations run by self-correcting con¬ 
trol devices. 

Basically, the new production methods de¬ 
rive from the integrating of machine tools, 
computers, transfer machines, and automatic 
guidance systems. This combination provides 
mechanical control over productivity. 

As usually used, the term applies to any 
automatic processing of information in an 
office. A definition of more interest to a psy¬ 
chologist has been stated by Charles C. Kill- 
ingsworth, as “the mechanization of sensory, 
thought, and control processes.” 2 The func¬ 
tional principles of computer technology are 
based in cybernetics, the science of communi¬ 
cation and control. 

Computers are superb machines that can 
add, subtract, multiply and divide at incredi¬ 
ble speed. They can store huge amounts of 
information and they can retrieve it. And they 
perform these operations practically without 
machine error. The latest ones operate at the 
rate of a billionth of a second per step. A 
design is now on the drawing board that can 
take a step every pica second. A pica second 
has the same relationship to a billionth of a 
second as a second has to 30 years. 3 

This new type of mechanization, particular¬ 
ly the computer aspect, has, even in this rela¬ 
tively early stage of development, brought 
about drastic changes. It has speeded the 
development of new products, provided new 
weapons for a new kind of military strategy, 
produced new conditions for conducting busi¬ 
ness, and affected education. Of course, the 
one dominant effect that frightens many peo¬ 
ple is its impact on employment. Some of the 



"II says it wants fo think about it for a while," 
by Art Hsshto. Reprinted Irons Business Automation. 
Copyright OA Businasi Publications, Inc., October 
1058. 


new machines in factories are highly flexible. 
We now have machines that make eighty 
automotive parts of different design, such as 
tailpipes, in succession just as rapidly and as 
cheaply as eighty of the same design. The 
automated monster is often portrayed as re¬ 
lentlessly destroying jobs to the point where 
only a select few technically trained persons 
are needed to supply our economic needs. In¬ 
deed, one maker of automated equipment has 
been reported as telling a Senate Labor com¬ 
mittee that automation is eliminating jobs at 
the rate of more than 40,000 a week. 4 


Unemployment Effects 

News items about unemployment appear 
frequently in our press. When the Secretary 
of Labor issued a profile on “Who Are the 
Unemployed?” the study spotlighted the find¬ 
ing that those having the most difficulty in 
securing work are the very young, the very 
old, and the Negro. These dominate the group 
classed as the long-term unemployed, those 
out of work IS weeks or longer. s 

Those who are usually satisfactorily em¬ 
ployed are likely to wonder whether modern 
technology will soon make them “excess” as 
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employees and whether they too are likely to 
find themselves in the unemployable group 
especially when they read news items such as: 

1. "Typical of the food industry’s new auto¬ 
mation equipment is Borden’s $37,000 automatic 
biscuit packer. With a single man at its controls, 
the packer can do the work of 40 women. Borden 
is doing 13% more business than it did five years 
ago, but with 12% fewer U.S. and Canadian em¬ 
ployees." 6 

2. At a Douglas Aircraft Co. aerospace plant 
in Southern California, a worker with the rela¬ 
tively humble title of "assembler” cuts, shapes, 
trims, aligns, and fastens together the equipment 
he produces—and is something of an experimen¬ 
tal mechanic as well. He works in a plant where, 
20 years ago, Rosie the Riveter performed her 
single, repetitive, low-skill job all day long. 

The change is only one of many that trans¬ 
formed aerospace manpower requirements as the 
industry switched from aircraft to missile and 
space system production. Similar changes are in 
prospect for other industries that are moving to¬ 
ward a technological advanced, research-oriented 
mode of operations. A case study of Douglas 
probably offers glimpses of the future for a great 
many other companies. 

The most striking change is the turnabout in 
labor structure (Table 25.1), mirroring what has 
happened elsewhere in the industry. 

More versatile. The hourly production worker 
not only is rarer; but where he survives, he’s 
both more skilled and more versatile. The rigid 
tolerances and quality control requirements of 
spacecraft demand the first characteristic, its 
"custom-made” nature the second. 

"It’s prudent to employ people with a number 
of skills, so you can move them around. Space¬ 
craft work is made-to-order, and we just don’t 
have long assembly lines with single jobs to be 
performed," says an aero-space company official. 
Deeper into electronics . The same space age 
needs that have drastically slashed demand for 

Want a fast press? Radiation, Inc., 
will build you one fast enough to 
print a complete Bible, Old and New 
Testaments, in 70 seconds. Instead 
of type the printer uses electronic 
impulses, and special sensitive paper. 

To get the machine you go on a 
waiting list. Cheapest model is 
$350,000.00. 


Source: Alexander McQueen, “Nothing but the 
Truth," The Gilcrafter, July-August, 1963. 


riveters, assemblers, fabricators, jig builders, 
template builders, and foundry workers have 
generated it for electronics technicians, a type of 
hourly rated worker who’s more likely to wear a 
white smock than coveralls. Also in demand are 
solderers, who must pass rigid government- 
administered tests, and certain types of complex 
machine tool operators. 

Most companies that once were airframe pro¬ 
ducers are now deep into electronics, so electronic 
assemblers are also needed. Finger dexterity is 
the most important qualification for this work, 
performed almost exclusively by women. 

Pay scales rise. As skill levels go up, so do pay 
levels. The technical school graduate who began 
at Douglas as a sheet metal assembler in 1953 
earned $1.80 an hour. Today the youngster out 
of technical school may begin work as an elec¬ 
tronic systems checker at $3.10 an hour. The 
average weekly wage of aerospace workers has 
leaped from $68.39 in 1950 to $117. at the end 
of 1961. 

TABU 25.1 

How Douglas’ Labor Needs Have Changed 


Engineering and Scientific Per cent of 

Assignments Work Force 

1953 1963 

Aerodynamics and astrodynamics 8% 18% 

Structural . 29 10 

Mechanical . 17 11 

Structural-mechanical. 13 2 

Propulsion. 6 6 

Electronics . 20 31 

Computing . 5 16 

Life sciences . 2 2 

Nuclear . 0 2 


Source: “Why Aerospace Needs Flexible Men," Busi¬ 
ness Week, June 22, 1963, pp. 44-48. 

3. In 1950, the Veterans Administration had 
17,000 employees to handle its 6.000,000 insur¬ 
ance policies. This number was reduced to 3,000 
in less than fifteen years by means of computers. 
By so doing, the agency reduced its operating 
costs from $9.03 a year per policy to $3.88. 7 

4. When a large utility company made a study 
of the effects of a computer billing system, in¬ 
volving approximately 500 employees, it was 
found that the persons most often affected by the 
large-scale change were the lowest-service em¬ 
ployees. The employees who remained out of 
their usual classifications two years after con¬ 
version was completed were mostly—60 per cent 
—those who had 30 or more years of service. 
Morale took a downward trend with those who 
found that they had to take a lower grade job 
than they had anticipated while the conversion 
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was being made. Both supervisory and nonsuper- 
visory employees felt that they had less control 
over their jobs than under the former system. 
They also saw less opportunity for promotion 
than in the past. 8 These changes in morale took 
place even though all the employees involved in 
the conversion were continued on the payroll. 

Why Automotion Will Continue 

Occasionally someone will suggest that the 
solution for the unemployment and other 
problems that arise from automation would 
be to “freeze” our technological advances. 
Why let the inventors and technical innova¬ 
tors continue to produce more and more in¬ 
human forces that can eventually destroy us? 

The answer, of course, is that the social 
gains from our advancing technology far out¬ 
weigh the losses or damages. Here are some 
examples: 

1. On the farm, higher milk production has 
been accelerated not only through better 
breeding but also through better feeding. One 
out of every twelve dairy cows in the United 
States is now fed and “managed” with the 
help of a computer. The dairy farmer himself 
could not find the time to keep the extensive 
records necessary for any new feeding plan. 
In 1951, however, the Dairy Herd Improve¬ 
ment Association thought a data-processing 
system could handle the tedious, analytical 
job for the dairyman. The idea was tested 
in several states and eventually resulted in 
increasing the milk output of whole herds, 
ordinary milkers as well as champions, as 
much as 25 per cent, even 60 per cent. In 
1962, these cows produced an average of 
11,742 pounds of milk. That’s about 50 per 
cent above the national average, or two extra 
tons per cow. 9 

2. We now enjoy a much greater variety of 
food items than in 1900. At that time, about 
100 food items were readily available to the 
general public. Today there are 8,000 or more. 
We enjoy the fruits of greater crop yields per 
acre and reductions in spoilage of foods. In 
almost every instance, the genesis of the in¬ 


crease in our food supply has been in the 
research and development of agricultural 
chemicals. 10 

3. The telephone industry has reported 
some benefits to the telephone user. In the 
early 1960’s the American Telephone & Tele¬ 
graph Company had 730,000 employees. This 
was more than twice the number it had in 
1920, when the minimum charge for a cross¬ 
country call was $16.50. Currently it is $2.75. 
Much of the reduction in cost to the user 
should be attributed to automatic equipment. 
The automatic equipment has not only re¬ 
duced costs to the consumer but also enabled 
the company to provide the service. If tele¬ 
phone service still had to function with the 
mechanisms of 1920, there would not be 
enough employable women in the entire coun¬ 
try to operate the system if we had to rely on 
switchboard operators. 11 

4. Similarly, the General Electric Company 
has been mechanizing its lamp division since 
1920. Estimates by the company indicate that 
if it were still using the hand methods of 
1908, ten million employees would be needed 
to turn out the production of the early 1960’s. 
Currently, its 100-watt lamp sells for twenty- 
five cents. If it were being made by 1908 
methods, it would have to sell for $20. 12 

5. United Air Lines, Chicago, installed an 
Instamatic reservations system designed by 
Tele-Register Corporation, that linked 900 
desks into a nationwide network of high-speed 
communications circuits issuing from a Den¬ 
ver-based Telefile computer. This network 
makes it possible to instruct hundreds of em¬ 
ployee-students simultaneously from coast to 
coast without an employee leaving his work 
place. The training material has a separate, 
simple numeric code that makes it possible for 
a reservation-making employee to use his 
regular desk set as a teaching tool. United Air 
Lines has measured the effectiveness of the 
training device by testing 3,000 employee stu¬ 
dents. It took an average of only 46 minutes 
to achieve proficiency and retention of certain 
information as against 75 minutes for a con- 
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trol group of 175 employee students who were 
given the standard lecture/demonstration in 
classroom instruction. Furthermore, the sys¬ 
tem permits employees to study during slack 
periods without loss of time on the job. 11 

The rapid distribution of information as 
shown in the above examples is changing the 
formerly impossible to the practical for the 
scientist and engineer. The machines help find 
better ways to build bridges, jet engines, 
typewriters, and a host of other products. 
They automatically detect and analyze atomic 
particles produced by atom smashers, show 
how aircraft and missiles will perform before 
they are built, and analyze the causes of high¬ 
way traffic jams. “Any time a physical action 
follows the rules of physics, geometry, and 
chemistry, computers can simulate the action. 
This means that new and complex avenues are 
open to the scientist in his quest to explain 
what makes the physical world work.” 14 Our 
high-speed calculating machines enable the 
scientist to test his ideas without going to the 
time and expense of building actual models or 
performing the many experiments which pre¬ 
viously were not feasible. 

Our available knowledge is expanding at 
an almost explosive rate—technical papers 
alone published around the world number 
approximately one million annually. This 
means that students as well as scientists will 
need better ways of obtaining and evaluating 
information. 

Eventually, we shall have to develop re¬ 
gional information centers where optical scan¬ 
ners and digital computers will catalog, digest, 
and store vast amounts of information from 
books, periodicals, and reports. Libraries will 
be linked to the centers with data transmis¬ 
sion lines. Information will be retrieved from 
sources much broader and more complete than 
any available today. 15 

The Forces Beyond Our Control Are 
Numerous and Complex 

The benefits of technology are so great that 
we cannot check its momentum. Our human 


universe of knowledge and achievement is ex¬ 
panding in all directions. Change and growth 
are taking place not only in technological 
areas but also in social and political life. 
Social values are changing. Class animosities 
and fears of new wars as well as rising stand¬ 
ards of living strengthen demands in some 
quarters and weaken them in others. Today’s 
complex economy is characterized by swift 
change and the growing interdependence of a 
vast number of factors, often seemingly un¬ 
related. 

Some managements, as well as workers, 
have doubts about automation. But they 
realize that high productivity is the only 
means by which a high-wage economy can be 
supported in the face of inflation, high taxes, 
consumer resistance to high prices, and foreign 
competition. They recognize that the costs of 
social adjustments to changes caused by auto¬ 
mation should be considered in the cost of 
producing products by the new machines. 
When, for example, a company built an auto¬ 
mated factory in a new area and offered to 
transfer 325 employees to the new plant, it 
developed that more than a hundred em¬ 
ployees owned houses and could not afford to 
move. Nor could their homes be sold in the 
already depressed area of the old plant. Of 
course when one argues that all costs, however 
great, should be paid by the employer, one 
should realize that the costs may be so tre¬ 
mendous that he cannot possibly afford to 
move into a new automated plant. On the 
other hand if he continues to produce in an 
obsolescent plant, competitors will take his 
business away from him and his employees 
will find themselves in their old homes but 
without jobs. 

The acceleration of automation has been 
brought about by forces beyond the control of 
any one company or group of persons. Com¬ 
panies that hope to survive have found it 
necessary to build new plants, to install mod¬ 
ernized equipment and to introduce cost re¬ 
duction programs. Managements that failed 
to heed the pressures of competition have lost 
out to foreign and domestic competitors. 
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The struggle for survival in the business 
milieu has been, however, only a secondary 
force in the adoption of automation. The basic 
influence has come from our increased scien¬ 
tific knowledge. Estimates indicate that per¬ 
haps 90 per cent of all the scientists who ever 
lived are living today and that our total ac¬ 
cumulation of scientific knowledge doubles 
every ten years. As scientists have made new 
discoveries, they have opened new doors to 
man’s liberation from labor, to new opportuni¬ 
ties to move ahead to greater achievements in 
the use of the world’s resources. The potential 
benefits of research are inevitably adopted by 
someone somewhere. 

Approaches to the Transitional Problems 

Some efforts are being made to meet the 
challenge of advancing technology. Certain 
large companies are developing alleviative 
procedures to meet the problem of employee 
displacement. Humble Oil and Refining Com¬ 
pany reduced its work force by about one 
fourth in a recent five-year period. It did this 
by the old methods of layoffs and early retire¬ 
ment. Attrition also helped. However, the 
company eased the situation for employees by 
communicating fully with them by early 
notification of the impending layoff. 

Advance notice and joint bargaining on the 
extent and timing of such changes, guarantees 
against loss of employment to regular em¬ 
ployees, new arrangements for the transfer of 
workers between plants of multiplant com¬ 
panies, and new forms of dismissal compensa¬ 
tion are some of the mitigating methods 
used. 16 

Several years ago, E. I. du Pont de 
Nemours & Co. shut down an 89-year-old cel¬ 
lulose nitrate plant in Arlington, N.J. The old 
method of production could no longer com¬ 
pete. The product made there was being 
replaced by newer materials and costs of 
modernizing the old plant were too high. 

Employees were notified as far in advance 
as possible. The company gave them two 
years’ notice and sent letters to them ex¬ 


plaining the reasons and the plans. The 
company established a task force to help 
employees find new jobs. Letters listing em¬ 
ployees’ qualifications were sent to 150 
employers in the area, and interviews for em¬ 
ployees were arranged at the plant during 
working hours. The plan was successful for 
most employees: of the 635 employees not 
retired, 90 per cent found other jobs within 
the two-year period. 

Du Pont gave severance pay even if the 
laid-off employee walked into a new job across 
the street. The company also gave vested 
interest in the pension plan to those employees 
not eligible for regular pension during the 
shutdown period. 

Employees regarded the benefits as gener¬ 
ous. The effects on the local community were 
good and employees appreciated the com¬ 
pany’s help in finding new employment. 17 

Some companies go so far as to shoulder 
the responsibility of finding a new job for the 
displaced employee. They will set him up in 
a business of his own or retrain him for 
another job. Generally, managements believe 
that technological advancements must be al¬ 
lowed to continue even though the short-term 
effects involve difficult adjustments for the 
employer and the employee. 

The adverse impacts of automation are al¬ 
leviated to some extent by unemployment 
compensation. When Ewan Clague, Commis¬ 
sioner, Bureau of Labor Statistics, U. S. De¬ 
partment of Labor, spoke in 1964 before an 
international conference sponsored by the 
American Foundation on Automation and 
Unemployment, Inc., held in Geneva, Switzer¬ 
land, he stated that at least 20 per cent of 
America’s jobless have family incomes of 
$7,000 a year or more. Another 60 per cent 
of our jobless have family incomes over $4,000 
a year and the remainder average at least 
$3,000 annually. According to a reporter at 
the conference: “Our jobless, through unem¬ 
ployment insurance and other family income, 
take in more than the British steel worker, the 
French auto worker, and the German metal 
worker. In many other countries of the 
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world, the jobless must shift for themselves. 18 

In spite of the current displacements, the 
long-term employment statistics for the 
United States have been rather favorable: 

Technological advances have gone forward 
over the generations. While creating transitional 
problems—very real to the individuals and indus¬ 
tries affected—they have produced a revolution¬ 
ary improvement in the welfare of people. They 
have not created ever-rising pools of unemploy¬ 
ment. In 1900, we had 27.5 milUon persons 
employed. Today we could produce the 1900 
national income with only 11 million workmen. 
The population meanwhile has risen 140 per cent. 
We have more people to support. It would take 
28 million workmen to produce the 1900 per 
capita national income. But employment today is 
neither 11 million nor 28 million. We have no 
less than 71 million persons employed. The pro¬ 
portion of the population that is working has 
actually increased, from 36 to 39 per cent, while 
the average work week has shrunk from about 
53 hours to less than 40. 

There is no end of work to do. work that only 
men and women can accomplish. The challenge 
present-day America faces is to build on the great 
achievements of past generations. This cannot be 
accomplished by encouraging indolence. It can 
be accomplished by encouraging competitive ef¬ 
fort for even greater achievements. 19 

The above findings are favorable, partially 
because of the increased number of govern¬ 
ment employees. In 1929 there were 4.4 
Federal Government emyloyees and 20.8 state 
and local government employees per thousand 
population. In the 15 years, 1948-1963, the 
number of Federal employees declined slightly 
from 12.7 to 12.4 but state and local govern¬ 
ment employees rose sharply from 25.7 to 
37.9 per thousand population. The largest 
single category of state and local employees 
has been in education. The number of school- 
age persons per educational employee declined 
from 32 in 1930 to 15 in 1962. 20 One aspect 
of the change is that the number of school 
teachers has been rising more rapidly than the 
number of defense employees, the latter group 
being especially well represented in the tech¬ 
nological development groupings. 

Obviously, the favorable long-term statis¬ 
tics regarding the percentage of the popula¬ 


tion employed do not give sustenance to the 
man who is out of work and cannot readily 
adapt himself to the changed situation. Many 
problems are awaiting our serious attention. 

PSYCHOLOGICAL CHALLENGES 

Clearly, the forces that are bringing about 
increased automation are too powerful and 
too beneficial for any one to turn them back, 
to check them, or to control them. The only 
intelligent policy we can pursue is to utilize 
and direct them to social advantage and hu¬ 
man well-being. This policy must be a con¬ 
tinuing one for this and future generations. 

The student of psychology should see espe¬ 
cially great possibilities for himself in this 
opportune time to become a contributor in 
this mainstream of history. Let us consider a 
few of the obvious opportunities. 

First, interpreting automation and the 
things that go with it as providing possible 
benefits that may outweigh the disadvantages 
will have to be done by knowledgeable per¬ 
sons in all fields, not only by psychologists. 

Whenever large numbers of people find 
themselves in rapidly changing circumstances 
which they do not understand, three kinds of 
reactions are likely to occur: 

a. "Let’s preserve the status quo.” 

b. "Let’s wait and see.” 

c. "Times are changing—let’s take advan¬ 
tage of the best potentials.” 

The most appropriate of the three reactions 
is often discovered by the individual himself 
through his own healthy adjustments to previ¬ 
ous experiences with changes. Sometimes the 
better adjustment of a worried person is sug¬ 
gested by a close associate or a man’s wife as 
illustrated in this example in the work life of 
an advertising man: 

It was 2:35 P.M. on Friday afternoon. Joe had 
just returned to his office from the Ad Club 
luncheon. The guest speaker had been the media 
vice-president from a large eastern agency, and 
his subject was one which vitally concerned Joe. 
It was about the new age of computerization and 
its affects on the buying habits of the agency 
media man. Joe was an associate media director 
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for Woofle & Doofle, Advertising & Marketing 
Counselors, and the tone of the talk frankly had 
him worried. 

As Joe’s wife poured their second cup of coffee 
the next morning she asked, "What’s the trouble, 
Joe? You looked unhappy last night and didn’t 
sleep well. Anything wrong at the agency?” 

Now, thought Joe, that’s an understatement if 
I ever heard one. But, as calmly as he could, he 
explained the talk he had listened to and the 
obvious long-range effect it would have on his 
job. The most obvious was that he would prob¬ 
ably be out of one. "And replaced by a machine, 
at that," he said bitterly. 

With uncanny wifely ignorance she asked, "But 
doesn’t someone have to collect all the available 
data and determine what’s important enough to 
be fed into the machine? Who would do that?" 
"I guess I would, if I’m still there," said Joe. 
"And doesn’t someone have to evaluate the 
answers that come out of the machine?" she 
asked intuitively. "Who would that be?" 

Again Joe had to reckon as how he would, if 
he were still around. 

"Then about all the machine does is speed up 
the clerical part of the job. What’s so bad about 
that?” she asked blithely. 

As he sipped his coffee, he was surprised to 
find that the butterflies in his stomach were gone. 
His wife was looking at him over the top of her 
cup, and Joe thought he detected a slight twinkle 
in her eyes. "Couldn’t be." he said to himself, 
“she doesn’t understand the problem."** 

Computers and other technological gadgets 
are only as valuable as men, not machines, 
make them. Men do not have to think of 
change as merely something they have to get 
used to. Instead, they can look for ways to 
put the new technological facilities into bene¬ 
ficial use, to lighten man’s mental burdens in 
much the same manner as his physical burdens 
were lightened by the physical sciences and 
technology. 22 As has been well stated: "The 
really tragic technological displacement oc¬ 
curs not in the companies that make tech¬ 
nological improvements but in those that do 
not: those losing their ability to compete and 
sustain any jobs. 23 

As Edward H. Weiss, chairman of Edward 
H. Weiss & Co., observed: "The greatest 
danger in modern technology isn’t that ma¬ 
chines will begin to think like men, but that 
men will begin to think like machines.” 24 


Future psychologists will offer helpful en¬ 
couragement through special services that will 
have to be developed for the displaced indi¬ 
vidual. 

The psychological testing programs of to¬ 
day are too limited for the needs of the future. 
The researchers have concentrated on the 
statistical aspects and these do deserve the 
attention of well-trained men. Usually, they 
have conducted their researches by using as 
subjects the conveniently available people 
such as students. A few test developers have 
ventured into industry and have made help¬ 
ful contributions there but the age of automa¬ 
tion is rapidly producing a new crop of pros¬ 
pective clients—the displaced, the obsolescent 
employees. When John Diebold heard, at a 
congressional committee meeting, that auto¬ 
mation would kill 20 million jobs, he said: 
"That won’t happen. Instead we will sec in 
20 years a change in the type of work in¬ 
volved in 60 million jobs. Point is we’re in for 
a rapid rate of change, not a rapid rate of job 
extinction.’’ Most of those displaced are ex¬ 
perienced in performing routine work only. 
They have limited skills and education. They 
are not experienced in making value judg¬ 
ments or decisions. Most have little or no 
initiative for making improvements. Some of 
these are capable of becoming machine opera¬ 
tors or card punchers. 

Very few psychometricians have specialized 
in finding out what the individual obsolescent 
employee might be capable of learning or 
doing. Few or no appropriate testing services 
are available today, services that measure a 
displaced man’s work potentials in a compre¬ 
hensive manner. True, many testing services 
are now available but they are too limited for 
an age of automation. None is now on a level 
comparable to that of the health testing serv¬ 
ices of our best medical clinics. This indicates 
that the psychological testers of the next gen¬ 
eration have lifetime opportunities ahead. 

Counseling, too, offers opportunities. It 
calls for new emphases. In the past, counsel¬ 
ing psychologists have of necessity been con¬ 
cerned about mental health. This kind of 
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emphasis and objective must continue, but 
the displaced employee requires a special kind 
of attention, something more than now avail¬ 
able in the office-type of service. 

The kind of service needed will deal with 
the individual’s attitudes toward himself and 
his adjustments to new job opportunities. This 
need has become increasingly evident as re¬ 
training opportunities have been offered to the 
displaced employees. In most instances, only 
a very small percentage of the displaced men 
and women have started the training program 
and fewer have finished. 

A typical example of the reactions to re¬ 
training programs is indicated by an experi¬ 
ence of Connecticut in its Community Action 
Plan. The plan was set up to help 12,000 job 
seekers of the Bridgeport area. Most had been 
unskilled and semiskilled workers. The re¬ 
training program was planned to train them 
in semiskilled machine shop work. The num¬ 
ber screened was 4,400. Of these about 1,500 
were interviewed. About one-third of these 
were uninterested and another third were re¬ 
jected as unsuitable. However, 600 were re¬ 
commended for testing by the United States 
Employment Service. Of these, 200 did not 
appear for the tests and 250 failed the tests. 
“Of the remaining 150, 56 either failed to 
start training, or dropped out during the first 
week, or for some other reason failed to finish 
the course. Ultimately, of the original 4,400 
applicants only 84 completed the training."” 

Displaced people require a type of service 
that is far more time consuming than one or 
two counseling sessions where test reports are 
discussed with the client. We shall have to 
develop a new kind of emotional re-education 
service, group variety perhaps, where the dis¬ 
couraged individuals will learn how to per¬ 
ceive themselves and their potentials in new 
perspectives. This kind of service will be 
lengthy and expensive but probably less costly 
than public monies now being spent in welfare 
for displaced persons and for the rehabilita¬ 
tion of depressed areas. Some of these ex¬ 
penditures in the past seemed to be mere 
stopgaps for political purposes. Though often 


well meant by the sponsors, the public fund 
programs for aiding the displaced thus far 
have not come to grips with the psychological 
re-adjustment problems. The shortcomings, 
however, are not in the desires of those who 
sponsor the governmental grants but in the 
shortage of competent counselors and teach¬ 
ers. The Manpower Development and Train¬ 
ing Act as inaugurated in the early 1960’s was 
more soundly conceived than previous pro¬ 
grams but it too suffered from a lack of 
trained manpower: men and women who were 
qualified counselors, instructors and admin¬ 
istrators.” 

Education has been given new tools by 
automation. Teaching machines have some 
obvious limitations, but they also offer special 
facilities. Their limitations and benefits will be 
given more investigation. One interesting 
study of their values for teaching the retarded 
is indicated by a United States Office of Edu¬ 
cation report of a two-year study at the Uni¬ 
versity of South Florida. When teaching 
machines were used with sixty-six children in 
Florida schools or in institutions for the men¬ 
tally retarded, they learned from two to six 
times as many words in eight weeks as were 
usually learned in four years under standard 
classroom procedures. They far surpassed 
thirty-three children of the same mental ages 
of five to nine who continued their studies in 
regular classes. They did almost as well as 
pupils who were given individual instruction 
by teachers for the same length of time. The 
machine-taught retarded children improved 
their spelling more than those in regular class¬ 
rooms. The proportion of new words remem¬ 
bered sixty days later was close to the stand¬ 
ard attained by normal children. 27 Teaching 
machines for all subjects and all types of 
persons will be given considerable use and 
research as to their values in the years ahead. 

College students who are mathematically 
inclined and have a high regard for detail 
should be able to obtain especially lucrative 
positions as computer programmers in the 
next as well as in this generation. Systems 
engineers will be needed in industry. Systems 
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engineering is the central influence in the 
whole automated system. The systems engi¬ 
neer makes a systematic analysis of how a 
production process will work, determines the 
information needed to control the operational 
process, and then integrates the plant equip¬ 
ment, instrumentation, and computers to 
bring about the most economical method of 
producing the product. Systems engineers are 
needed in education as well as in industry. 

Those Who Train for Management 

One of the inadequately satisfied needs in 
industry is communication with employees. 
This has been a problem-characteristic of 
executives ever since the days of the treadmill. 
As Douglas M. McGregor has well stated: 
"We have not learned enough about the utili¬ 
zation of talent, about the creation of an or¬ 
ganizational climate conducive to human 
growth. The blunt fact is that we are a long 
way from realizing the potential represented 
by the human resources we now recruit into 
industry.”*• Few supervisors have developed 
the skills needed for giving employees a feel¬ 
ing of involvement. Few have learned how to 
manage through the development of the 
growth potentials of the workers. Few have 
learned how to give workers explanations of 
the benefits, in human terms, that may come 
to them from new equipment and methods. 
This old inadequacy becomes even more acute 
in the push-button age of computers. Systems 
engineers, controllers, accountants, and others 
find it easy to think well logically but difficult 
to think psychologically. Many workers will 
agree that the directives they receive on the 
basis of computer-reached decisions are logi¬ 
cally correct but they resent the lack of op¬ 
portunity to contribute any thoughts they 
may have concerning the decision before it is 
stated in a directive. They have almost no 
feelings of growth through participation. 
These feelings are often present in the reac¬ 
tions of those who work in places where the 
computer governs management. Both super¬ 
visors and nonsupervisory employees feel that 


they have less opportunity to make changes in 
procedures in doing their work. 29 Eventually, 
as this problem becomes more acute, many of 
these frustrated employees will project their 
feelings against incidental aspects and persons 
that symbolize management and will make 
irrational demands or become restless and 
escape through transfers to other less auto¬ 
mated work such as selling. At any rate, 
tensions often build up as work life be¬ 
comes increasingly depersonalized. Automa¬ 
tion, whatever its blessings in filling the horn 
with plenty, reducing manual labor and 
human drudgery, also accentuates the need for 
warmth of colleagueship in producing goods 
and services. 

Push-button Exhaustion 

The depersonalization in the work situation 
on the part of regular factory and office em¬ 
ployees is less stressful than the work of those 
who sit at the console boards in the factory or 
the clerks who work in the key punch room. 

PUSH-BUTTON EXHAUSTION: The age of 
automation will take its toll not only from among 
those it puts out of work but also from among 
those who push the buttons. Dr. Rolf R. Coer- 
mann, chief of the biotechnology department of 
the Max Planck Institute for Industrial Physi- 
ology in Dortmund, Germany, reports that the 
effects of the era of automation are beginning to 
show up in the men who execute the new produc¬ 
tion processes. As an example, Dr. Coermann 
cites the operators of the control panels in Ger¬ 
many’s highly-automated steel sheet mills. Most 
of these operators are young men who have 
received a three-year technical training course in 
automation skills. But the factory managers 
notice that after five years on the job the men 
display a marked nervousness and a slowing down 
of reaction time. Dr. Coermann relates this to 
tests—made on workers in highly-automated coal 
mines and post offices—which show that work 
demanding a high degree of continuous mental 
alertness with respect to production puts a 
greater strain on the heart than does heavy physi¬ 
cal labor. The tests compared the heartbeat rate 
of individuals during rest —60 to 80 beats a 
minute with the rate during work. While the 
average increase during work should not be more 
than 30 beats a minute, it was found that the 
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increase for those doing automated work was 
significantly higher. And when the average heart¬ 
beat rate increased above the 30 beat limit, there 
was an accompanying decrease in productivity 
and the beginning of prolonged exhaustion. "It 
is no longer a source of surprise to us.” Dr. 
Cocrmann says, "to find that the heart rate is 
higher for the man who operates a bank of 
machinery by a flick of a button on a control 
panel than for the man who does heavy physical 
work.” 30 

Professors F. C. Mann and L. K. Williams, 
the University of Michigan, made case stud¬ 
ies of reactions to changes after an installa¬ 
tion of electronic data processing. They found 
that work routines became closely tied to the 


machines, and the company became less 
tolerant of errors which could be traced to 
individual employees. In addition, a premium 
was put on regular attendance and specific 
deadlines and work quotas were imposed. The 
result of all this was that employees and 
supervisors often complained that they had 
lost some of their autonomy. 31 

An increased similarity between office work 
and factory work has also been reported by 
other investigators. 32 The number of key¬ 
punch operators increases with the introduc¬ 
tion of EDP and the operators are subjected 
to production quotas and to a considerable 



The problem of filling the extra 
hours given Io us by oulomolion will 
be solved os in the post—we shell 
simply loke increased interest in the 
fine oris, athletics, travel, and other 
recreational and educational activ¬ 
ities. 
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amount of pressure for maintaining accuracy. 
Many develop psychosomatic symptoms be¬ 
cause of this stress. Many complain of being 
“chained to the machine.” And the noise of 
the key-punching equipment and other ma¬ 
chines accentuates the “factory-like atmos¬ 
phere” of their work. As stated by Allen I. 
Kraut who has reviewed studies on the effects 
of EDP on workers: 

In sum, then, office automation seems to have 
several kinds of important occupational conse¬ 
quences: Though it does not commonly result in 
a great many layoffs, it does permit a reduction 
in the size of the workforce and thus makes many 
employees redundant. Those employees who re¬ 
main in their jobs when their work units become 
automated usually find the content and setting of 
their work changing markedly—most often, in 
the direction of factory-like methods and atmos¬ 
phere. There is a substantial amount of upgrad¬ 
ing throughout the organization as a whole, but 
not very much among the employees whose work 
is directly affected by the change to EDP. rela¬ 
tively few of whom are given positions in the 
newly created EDP units. Finally, supervisors 
and older workers are likely to be especially hard 
hit by these changes, and find it more difficult to 
adjust to them than do other employees/” 

These findings seem to fit into the tentative 
conclusions reached in the observations on 
gastrointestinal lesions in behaviorally condi¬ 
tioned monkeys. See page 101. The findings 
suggested a close relationship between the 
formation of the ulcers and the cyclic charac¬ 
ter of the stress periods. Only further research 
can reveal the true relationships between work 
rhythms and the physiological rhythms of the 
individual dial watcher who suffers from the 
stress impacts of automation. 

In the meantime, executives can use known 
ways of reducing the depersonalizing and 
stress effects of automation by giving em¬ 
ployees more involvement in operations. A 
few managements do this now through full 
and frequent explanations as to the purposes 
in the operations. 34 They also enable the indi¬ 
vidual to note the effectiveness of this role. 
The purposes of automated operations are 
easy to explain to operators so that they will 


take pride in their routine work but few 
supervisors in this field are able to or bother 
to communicate adequately with their em¬ 
ployees. 

Of course, the shift to computer-controlled 
operations has resulted in marked benefits to 
those employees who happened to fit into that 
type of work, especially on the higher levels. 
They have found themselves upgraded in pay 
and in status. Some have achieved a measure 
of professional standing. A few have found 
that their abilities to utilize computers for the 
benefit of management in decision-making 
have moved them to higher positions in their 
own or other companies. 35 Certainly, the men 
who understand and direct computer oper¬ 
ations have moved so much closer to policy¬ 
making and decision-making positions as to 
have altered the structure of power within 
many a business. These men have achieved 
a high degree of self-actualization in their 
work life. 

Supervisors Who Con Stimulate 
Employees in Ways That Satisfy 
Their Deeper Needs 

Unfortunately, automation is favorable to 
only the few specialists who can find self- 
fulfillment in their work. Many employees of 
modern industry turn to outside activities for 
satisfying their pent-up needs for feelings of 
self-worth. They turn to non-job pursuits for 
their best efforts. This usually means one of 
three possibilities: that supervisors have failed 
to stimulate men to interpret their work in 
ways that are meaningful to them, that the 
individual should be in another job, or that 
he has developed too many negative value 
adjustment patterns to be able to enjoy his 
work. Perceptive supervisors can often tap the 
achievement motivational needs of ordinary 
persons by giving them constructive feedback 
about their work and standards of excellence 
against which they can compete. These are 
the hallmarks of the achievement motive ac¬ 
cording to McClelland. 
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David McClelland of Harvard University 
has developed the hypothesis that the eco¬ 
nomic growth and decline of nations is de¬ 
pendent to a large extent on one of the major 
motives of people of those nations. The motive 
is the need to achieve. He has developed a 
projective test that is used to assess a man’s 
achievement motivation. Over ten thousand 
men in 18 different countries have been given 
the test. The results show that the men who 
score high tend to be dynamic entrepreneurs 
and successful businessmen. 16 

Those very high in need for achievement 
are likely to consciously place themselves in 
situations where their needs will find satisfy¬ 
ing outlets. However, many others, particular¬ 
ly ambitious employees, would make contribu¬ 
tions to innovation in their work if they were 
in a favorable psychological climate. It is 
these whom the perceptive supervisor can 
stimulate productively. The study of psy¬ 
chology should be especially helpful to the 
supervisor and prospective supervisor. 

Leisure 

The average work week in 1850 was 66 
hours. By 1950, it had fallen to 40. The trend 
is still downward. Some of the benefits of 
technology have come to workers through 
more days of paid vacation, more paid holi¬ 
days, and an earlier retirement age. Most 
benefits have been in the form of higher real 
wages, an improved standard of living. One 
estimate indicated that with the shorter work 
week, more years of schooling, earlier retire¬ 
ment, and longer life span, the average work¬ 
ing man today has twenty more years for 
leisure than his grandfather. Of course, part 
of this extra spare time is consumed in com¬ 
muting, moonlighting, and doing home pro¬ 
jects. 17 

The fear that increased time for leisure 
would have a degenerative effect on our popu¬ 
lation has been a bugaboo ever since the 
length of the work week started to decline. 
The fears were unfounded. Americans with 


extra time on their hands have not spent it in 
riotous living or dissipation. Instead, they 
have done more traveling, exposed themselves 
to more news sources, enjoyed more sports, 
taken more educational courses, and partici¬ 
pated to a greater extent in the fine arts. As 
the effects of cybernation become more wide¬ 
spread, more people will take up old as well 
as new forms of recreation as well as new 
varieties of work. The entrepreneurs will de¬ 
vise new and more recreational facilities and 
services. See page 524 as an example of an old 
form of the performing arts that is increasing. 
The entrepreneurs will continue to fill in the 
voids even though some of the leisure aids will 
be in forms such as the paperbacks for escape 
reading. These activities may not all be pro¬ 
ductive, but many will be rewarding and 
developmental for the individual. 

The individual who has time on his hands 
will use it in accordance with the dominant 
adjustment patterns developed in his child¬ 
hood. If psychologists can make more con¬ 
tributions to positive adjustments in indi¬ 
viduals, the extra time that becomes available 
as a result of automation should bring no 
especially detrimental effects. As one writer 
has stated: 

The problem lies not with automation but with 
our conception of how the benefits of automation 
are to be realized. Instead of bemoaning auto¬ 
mation we ought to be directing our attention to 
the shortage of imagination and intelligence that 
stands in the way of the fuller life that is now 
clearly attainable. It is not too soon to be study¬ 
ing and planning now to keep the greatest poten¬ 
tial asset in the nation’s history from disintegrat¬ 
ing into a liability. It may well be that such 
study will indicate that a three- or even two-day 
work week for many millions of the American 
people is a practical and desirable development. 

The fundamental problem will be represented 
by the ability of people to make productive use 
of their time. Here, then, is the ultimate test 
of a free society. What happens when people have 
maximum freedom? When peace and plenty are 
genuinely attainable, will this result in suffocating 
boredom or in a vast release of human creativity? 

We make a mistake, therefore, if we look to 
economics for the answer. We must look to 
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education, to our individual and national pur¬ 
poses, and to the preciousness we attach to human 
life and the possibilities inside it waiting to be 
released. 38 

THE GREAT CHALLENGE 

When we view the changes that have taken 
place and the new frontiers that are being 
created by science and technology, we realize 
that we must utilize the opportunities before 
us. To turn our backs to the expanding facili¬ 
ties for production is unthinkable. 

Of course, many influences, in addition to 
those of automation, are involved in making 
available to people the potentials of the com¬ 
ing increase in production. The mass market 
has been one important factor in the socio¬ 
economic growth of the United States. The 
mass market is also expanding in countries 
beyond our borders. The world is becoming 
more homogeneous and distances are shrink¬ 


ing as the advances in communication and 
transportation are utilized. Other nations are 
gradually creating mass markets of their own. 
"Eventually this will stimulate a new cycle 
of discovery, development, and growth” 39 to 
which we must adapt ourselves. One historian 
has suggested that history may not remember 
this century primarily for its wars, its medical 
miracles, or even for the discovery of nuclear 
energy, but rather as that century when, for 
the first time, the benefits of civilization be¬ 
came available to all mankind. 

This is the great challenge before us in this 
age. The special contributions of psychologists 
in making available to more members of man¬ 
kind the benefits of civilization are likely to 
be in the fields of marketing, particularly in 
consumer research, advertising, and selling. 
We shall treat these subjects in the next three 
chapters in order to exemplify some of their 
psychological aspects as currently practiced in 
our mass marketing in the United States. 
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PROJECTS 


1. Interview several executives in regard to the 
probable or actual adoption of automation in 
their industries. What limitations and advan¬ 
tages do they foresee in regard to the effects 
on employees, customers, and society? 

2. List some of the specific individual differences 
in people that might play important roles in 
adjustments to the social and economic condi¬ 
tions imposed by automation. 

3. Study possible changes that might be made in 
our educational system for a better develop¬ 
ment of young people to adjust themselves to 
a changing world. 

4. Examine a number of recent proposals for 
governmental economic planning or control of 


the use of automation. Give your opinion of 
the possible consequences if such control were 
to be adopted. 

5. The new term. GIGO, stands for "Garbage 
in.. garbage out," suggesting that the quality 
of information input of a computer determines 
the validity of the output. Have you noted 
any examples of erroneous mathematical find¬ 
ings that were computed mathematically cor¬ 
rectly but were erroneous as to fact? 

^ 6. Make a study of the probable effects of in¬ 
creased automation on unionism. You might 
begin by reading A. H. Raskin, "The Big 
Strike: A Thing of the Past?" Saturday 
Review, Nov. 16, 1963. 
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responses to products or services. 
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THE CONSUMER 


CHAPTER TWENTY-SIX 

nr A R NETS—PS YCHOLOGICAL 
FACTORS AND TECHNIQUES 
OF STUDYING CONSUMERS 


A successful merchandiser slated several effective 
appeals in the following maxims: “Any physical fact, like increasing fatness 
or the phases of the moon, is much more interesting to any 
woman than such outside activities as city planning, national politics, 

or the Bi-Centenary of George Washington; 
a man customer never grows up, and will spend twice as much time choosing 
a trout fly as a stair carpet or a refrigerator; people are steadfastly 
unwilling to skimp on things they buy for their own children. 
To make sure of a seUout, at least 25 per cent of the merchandise 
must be in doubtful taste; and no advertisement, no matter 
how lavish, will persuade people to buy what they don't want 
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■ hose who are aware of the trends in our 
time recognize that we are in the midst of a 
revolution. Automation is upon us. The prod¬ 
uct potentials in modern science and tech¬ 
nology are very great but they will be of little 
value unless people can be stimulated to want 
and use them. An “automated business” 
makes not only forceful demands on manage¬ 
ment and employees, but also requires greater 
ability from those who market its products. 
More goods must be sold. Furthermore, auto¬ 
mation requires that production be fairly con¬ 
stant, or at least move within a fairly narrow 
range, over long periods of time. 

The burden of these developments will fall 
increasingly on the people in the distribution 
of goods—marketing. Hence, the need for 
marketing knowledge and competence will in¬ 
crease tremendously. This means that we shall 
have to train more men who can discover new 
markets, men whose psychological training 
will be especially helpful in learning about the 
customer’s concepts of what he believes to be 
of value in his purchases. There will be in¬ 
creased need for men who can analyze an old 
product in terms of consumer needs and men 
who can develop new products that will 
satisfy unrecognized needs of consumers. 

Thoie Who Distribute Goods Work 
in the Dynamic Area of Ideas 

The student who chooses some phase of 
distribution such as advertising or selling as 
a career should look upon it as more than a 
way of earning a living. His work should have 
social values which he regards as important. 
Only if he can see it as a vital factor in an 
economic system which maintains the political 
freedom of the individual and leads to higher 
levels of spiritual as well as material living 
will it merit his respect. 

The success of our economic system can be 
measured quantitatively by the volume of 
goods we produce and consume, but we must 
not forget that this progress in material things 
rests upon a sound socio-economic basis. Ad¬ 
mittedly, many of those engaged in marketing 


lose sight of the larger social values of their 
tasks and become preoccupied with the details 
of day-to-day transactions. This has led some 
observers to conclude that all Americans are 
completely materialistic. As one European 
critic expressed it, “The United States is the 
only nation in history that went from bar¬ 
barism to decadence without attaining matu¬ 
rity.” It is encouraging to note, however, that 
the intelligent, responsible leaders in Ameri¬ 
can industry are displaying an increasing 
awareness of their role in the social and cul¬ 
tural development of our nation. They recog¬ 
nize that ideas, not material things, will really 
direct the course of our future progress. 

American businessmen learned more clearly 
the dynamic influences of ideas when several 
thousand hand-picked experts from abroad 
toured the United States after 1949 to find 
out what underlies America’s high produc¬ 
tivity. They were organized into some 200 
“productivity teams” under the Marshall 
Plan, financed mostly by funds provided by 
the European governments themselves. Most 
of them stayed long enough—some as long as 
nine months—to get more than a tourist’s 
view. 

These visitors discovered our attitude to¬ 
ward the market. Before they arrived here, 
they thought that the major factor in our 
distributive system was the continental span 
of our market. They discovered, however, 
that it is not in width but in depth that the 
American market differs basically from Eu¬ 
ropean concepts and business practice—a 
qualitative rather than a quantitative differ¬ 
ence. “That the American is rich beyond our 
wildest dreams we knew in Europe,” they 
said, “but that ‘wealth’ here is not just an 
economic term but a social one, that it means 
that there are the same things for the rich 
and for the poor, this none of us understood— 
and it is much more important.” 2 

In America, unrelenting pressures are con¬ 
stantly exerted on our marketing system. 
These pressures are usually attributed to our 
rapid technological developments, ample nat¬ 
ural resources, a large land area, and a 
growing population. These and other factors 




many times 
will you 
vote today? 


do play a part, but a basic influence can also 
be attributed to our striving for a higher 
standard of living for all members of our 
population. 

As an observant marketer of England 
stated: 

If I were to summarize my impressions of 
American marketing in one word, that word 
would be “dynamic." The dynamic nature of 
American marketing is nowhere more clearly 
illustrated than in your obsolescence policy. This, 
it seems to me, is not merely a policy but also 
a philosophy. There is a driving force in your 
system which makes it imperative that [this 
year’s] model—whether it be an automobile, a 
radio, a razor, or a fountain pen—shall immedi¬ 
ately render [last year’s] version out-of-date. J 

It is important that employees and other 
members of our public should learn to appreci¬ 
ate advertising and selling as of positive value 
to the citizen rather than as clever methods 
of extracting dollars from obstinate prospects. 


UNION OIL COMPANY OF CALIFORNIA (8) 

_ O* umwt T ut or INI A W Ato.0 _ 

In most companies, factory workers imagine 
that they have no common bond with the 
work of the salesmen, and the salesmen fail 
to recognize their relations to the factory 
workers. Actually, both are members of the 
same team and each should respect and help 
the other. Both should seek to understand 
how advertising and selling contribute to a 
higher standard of living. 

A leading advertising man, Kenneth Goode, 
said: "The best modern advertising does not 
try to sell. It aims to help people buy intel¬ 
ligently.” Furthermore, the alert business 
enterpriser seeks to offer, not only what peo¬ 
ple want, but also something even better than 
what they thought they wanted. The success¬ 
ful editorship of Edward Bok is an excellent 
example: 

One of Edward Bok’s first acts as editor was 
to offer a series of prizes for the best answers to 
three questions he put to his readers: what in 
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the magazine did they like least and why; and 
what omitted feature or department would they 
like to see installed? Thousands of answers came, 
and these the editor personally read carefully and 
classified. Then he gave his readers’ suggestions 
back to them in articles and departments, but 
never on the level suggested by them. He gave 
them the subjects they asked for, but invariably 
on a slightly higher plane, and each year he 
raised the standard a notch. He always kept "a 
huckleberry or two” ahead of his readers. His 
psychology was simple: come down to the level 
which the public sets and it will leave you the 
moment you do it. It always expects of its leaders 
that they should keep a notch above or a step 
ahead. The American public always wants some¬ 
thing a little better than it asks for, and the 
successful man, in catering to it. is he who follows 
this golden rule. 4 

The businessman who expects to become 
successful must offer a better product or serv¬ 
ice than his competitors. The superiority of 
his offering may be in the form of lower cost, 
more attractive packaging, or greater conveni¬ 
ence than the duplicate product or service 
offered by less successful competitors. The 
American standard of living has risen partially 
because enterprisers have outbid each other 
in catering to the consumer, not at the con¬ 
sumer’s immediate level of taste but at 
slightly higher quality levels, at lower cost, 
or with greater convenience. The marketer 
seeks to know the consumers’ present prefer¬ 
ences, habits, and tendencies in order that he 
may enable them to take the next step in 
the direction of a higher standard of living. 

Of course, businessmen do not look upon 
themselves as reformers or improvers of man¬ 
kind. The objective of their efforts is profits, 
but the system of competitive enterprise with 
the rewards of profit for the better enterpris¬ 
ers results in a gradual rise in buying tastes 
and material conditions of the consumers. 
Admittedly, consumers often do not know 
what they want even when they are asked. 
The enterpriser studies their present prefer¬ 
ences and buying practices and offers many 
new products, a few of which are liked by 
consumers. When many consumers like the 
new products, the business prospers. When 


offerings happen to miss the consumers’ wants 
and result in losses to the enterpriser, we do 
not have a profit system but a profit-and- 
loss system. 

Identifying the Market 

To most people, “mass distribution” implies 
that modern marketing is done in a general¬ 
ized sort of way. Actually, the modern mar¬ 
keter selects definite targets for his advertising 
and selling. A “market” is usually defined as 
a group of buyers, actual or prospective, for 
a product or service. 5 Factors frequently con¬ 
sidered in defining a consumer market are 
income, age, family status, and financial out¬ 
look regarding income in the future. 

Men who are responsible for developing 
and defining markets and setting up market¬ 
ing programs watch long-term trends in the 
changing world of consumer wants and prefer¬ 
ences. Trends that currently are of special 
interest to those in distribution are the fol¬ 
lowing: 

Markets that Result from the Use 

of Leisure Time 

As automation increases our productivity, 
the benefits appear not only in more goods 
and services but also increased leisure time. 
The average number of hours worked per 
week in 1930 was 47.2; in 1940, 43.0; in 
1950, 40.8; and in 1960, 37.7. By 1980 the 
30-hour week should be attained. These fig¬ 
ures include agricultural work. For nonagri- 
cultural workers the numbers are lower. 

When people have extra leisure time, mar¬ 
keting men try to help them utilize it through 
the purchase of more products and services. 

A generation ago, economists and moralists 
worried a great deal about what people would 
do with the increased leisure time that would 
come from shorter working hours. Business¬ 
men looked upon leisure time only in terms 
of lost man-hours, reduced production, higher 
costs, and a lower standard of living, Moral- 
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ists, too, assumed that idleness would pro¬ 
duce only dissipation and more alcoholic 
stupors. Actually, the per capita consumption 
of alcoholic beverages has decreased over the 
years. 

The average American now has some 125 
days a year away from his workbench or 
desk. He has a two-day weekend, two or 
more weeks’ vacation with pay, 10 - to 30 - 
mmute coffee breaks morning and afternoon, 
and early retirement on pension. This means 
that he spends a lot of time and money on 
travel, TV viewing, reading, church functions, 
gardening, do-it-yourself activities, and other 
amusements. 

Nor has the industrial productivity of the 
people of the United States resulted in their 
use of extra time on vacuous spectator 
amusements, as was once predicted by edu¬ 
cators. Instead, available data indicate that 
they have decreased their recreational ex- 
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penditures for spectator amusements and 
increased individual recreation activities. 


The Do-It-Yourself Market 8 

Several important changes in American life 
have stimulated the do-it-yourself market. 
The old-fashioned handyman in the com¬ 
munity who worked for $1 an hour is no 
longer available. The $ 100 -a-week office 
worker cannot afford the $200-a-week car¬ 
penter or paperhanger. 

Investigations by psychologically minded 
researchers, however, indicate that the force 
behind the do-it-yourself movement is not so 
much a desire to save money as “an accumula¬ 
tion of intense resentment” on the part of 
the homeowner against the often dictatorial 
union repairman. 7 Most analysts of the move¬ 
ment think that it has grown out of such in¬ 
fluences in modern life as the available leisure 
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time from long weekends and the natural 
desire to do and see what has been accom¬ 
plished. This last-mentioned desire has been 
accentuated as a result of our industrial spe¬ 
cialization whereby few workers in a factory 
or office see the completed articles or services 
they are helping to make or provide. 

The Dietetic Market 

America’s millions of dieters have estab¬ 
lished a trend of major significance to many 
marketers. For some, it has increased sales; 
for others, decreased them. Current evidence 
of the wide interest in diets and dietetic foods 
can be observed in our modern supermarkets. 
Dietetic foods are now displayed by approxi¬ 
mately 90 per. cent of supermarkets. Most 
of the foods offered are of the low-calorie 
kind to control overweight and diabetes; some 
are of the low-sodium variety to control cer¬ 
tain disorders of the heart and kidneys; and 
a few are of the hypoallergenic variety to 
control food allergies and sensitiveness. Ex¬ 
amples are soybean flour, gelatin, eggless cake 
mix, nonnutritive sweeteners, salt-free canned 
soups, evaporated goat milk, dry milk, water- 
packed fruits, sugar-free juices, low calorie 
soft drinks, saccharin, and so on. 

Today, the emphasis on “fitting into last 
year’s suit” is becoming a major business in¬ 
fluence in the marketing of many foods. Mil¬ 
lions fighting the “battle of the bulge” provide 
business for the modern marketer. They con¬ 
sume protein bread, nonfat dry milk, oilless 
salad dressings, sugarless soft drinks, water- 
packed fruits, and nonnutritive sweeteners. 
In other fields, too, the dieters are providing 
a market; they join gym classes, buy bath¬ 
room scales, and purchase massage machines 
as well as many other “reducing” gadgets. 
Clubs are formed for the purpose of mass 
weight reduction. 

Health authorities support the fact that 
obesity is one of America’s health problems. 
In addition to those interested in streamlining 
themselves, there are the diabetics and low- 
sodium users. Business firms have, as a result, 


introduced new products suited to these spe¬ 
cial requirements, and called attention con¬ 
tinuously, through advertising, to what is 
available. 

Markets in Terms of Geographical Areas 

In some geographical areas, climatic condi¬ 
tions, customs, and traditions are so well 
known that extensive research is not neces¬ 
sary to appreciate their influence in sales 
differences. Hard- and soft-water conditions 
have a recognized direct bearing on sales for 
coffee, tea, soap, and detergents as well as on 
water softeners. 

The U.S. Department of Agriculture con¬ 
ducts numerous surveys on what people eat 
and wear. Lemons, for example, are used for 
different purposes in certain areas. In Los 
Angeles they are most widely used as hair 
rinses, bleaches, and cathartics. In the South, 
only 10 per cent of the users squeeze lemons 
on fish but 30 per cent of those on the Pacific 
Coast do. Lemon pies are made by 44 per 
cent of the housewives of cities and by 65 
per cent in the country. A Boston housewife 
rarely admits to buying a box of cranberries 
on impulse. Topeka housewives buy twice as 
many cranberries on impulse. 8 

U.S.A. stands for the United—not Uniform 
—States of America. Its more than 3,000 
counties differ widely in purchase of certain 
products: bottled drinks, fishing equipment, 
clothing, and so on. Tastes in entertainment 
vary with the area. Some cities have few or no 
night clubs. An artistic moving picture will 
have its art values stressed in a city such as 
Kansas City and its sex angles in Chicago. 
Likes and dislikes in movies are more a ques¬ 
tion of small-town vs. large-town or down¬ 
town vs. neighborhood audiences than any¬ 
thing else. Small-town audiences want West¬ 
erns, comedy and action pictures. Heavy 
dramas make their big money in the metro¬ 
politan centers. Message pictures go well in 
urban centers but not in small towns. 

The differences and similarities in purchas¬ 
ing preferences of regional, state, county, and 
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city areas are so numerous that each marketer 
finds it necessary to analyze and be guided 
by them. Sears, Roebuck and Co., for ex¬ 
ample, has found these differences and simi¬ 
larities so important that their general catalog 
is printed in eleven different editions to fit 
the conditions of the sections where their 
eleven major distributing centers are located. 

Some marketing targets are selected by 
means of consumer surveys; others by the 
study of trends in consumer behavior. The 
main principle for the student to appreciate 
is that if marketing is to be effective, it must 
be directed toward a market that has been 
identified before the advertising and selling 
are planned. Consumer habits and preferences 
must be analyzed by means of appropriate 
techniques. 

Among psychologists, the best known or¬ 
ganization making consumer studies is The 
Psychological Corporation. However, many 
advertising agencies and manufacturers have 
trained psychologists on the staff or in charge 
of consumer study programs. Many of our 
corporations have found the services of psy¬ 
chologists very helpful in conducting con¬ 
sumer research. 

Marketing men constantly seek to learn 
what consumers want and to compete with 
other purveyors of products so as to lower 
prices and to raise the standard of living. 
General Motors Corporation, for example, has 
sent out over thirty million questionnaires 
since 1933. Most of these have dealt with 
the design or improvement of automotive 
products and services. Recipients of the ques¬ 
tionnaires have been asked to indicate their 
preferences for such features as the location 
of spare wheels and types of upholstery 
fabrics. 

Marketing researches must be conducted at 
frequent intervals because consumers’ wants 
and purchasing habits change. Today’s woman 
shopper, for example, visits more retail stores 
than she did a few years ago. A study made 
in Metropolitan Chicago in 1957 indicated 
that women shopped an average of about two 
and a half buying centers. Six years later the 


average woman shopped about seven centers 
and the highly mobile women average nine 
or ten. This practice seems to be extending 
as more superhighways are built and more 
stores carry wide varieties of goods. As a re¬ 
sult, loyalty to specific stores is decreasing. 9 

METHODS OF OBTAINING CONSUMER 
RESEARCH DATA 

Several methods of securing consumer re¬ 
search data are in common use. The method 
varies with the need. A specific problem may 
demand a special type of laboratory, test cam¬ 
paign, questionnaire, analysis of company 
records, or field survey. Applied psychologists 
are interested particularly in the questionnaire 
and the interview as used in surveys. We shall 
discuss briefly construction of questionnaires 
and methods of securing data through field 
investigators or interviewers. 

Th« Free-assoclatlon or " Open-ond 
Interview " Approach to the Consumer 

When the consumer researcher wishes to 
formulate a questionnaire, he does not begin 
by writing a list of questions which he himself 
considers appropriate. For him to do so would 
be to require consumer respondents to think 
in his rather than their terms. He wants the 
respondents’ minds to function in terms of 
their patterns of behavior; not his. One ap¬ 
proach to the collection of ideas from typical 
consumers is to ask them to give their own 
free associations, to let their minds run freely, 
and to have them express their thoughts 
spontaneously about the given topic or prod¬ 
uct. For example, a manufacturer of tooth¬ 
paste wished to devise a questionnaire to dis¬ 
cover the satisfactions and wants of consumers 
in regard to the use of toothpaste. An inter¬ 
viewer called on typical users and said: “I 
am making a study of a product with which 
you are acquainted and I would like to ask 
questions about it, but I do not know what 
people really think about it. When I give 
you the name of the product, will you kindly 
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teir me whatever comes into your mind. Tell 
me what you think, no matter how trivial it 
may seem. The word is ‘toothpaste.’ Now let 
your mind run.” Sample responses were the 
following: 

1. "I use X brand toothpaste, not because of 
the radio program or any other type of advertis¬ 
ing but because of its taste. It has been proved 
that toothpaste is of little value, but I’ll continue 
to use it because I like its taste and refreshing 
feeling in my mouth.” 

2. "I like the fresh, tangy taste of tooth-paste 
within my mouth." 

3. "There’s a fresh taste left in my mouth 
after using it. Much ballyhoo about their quali¬ 
ties. Little real value in the power of destruction 
of germs. The taste of mint is often too strong.” 

4. "There are many toothpastes on the market, 
but I think salt can be used to good advantage. 
We like the taste of the toothpastes and they are 
convenient. One of the greatest inventions of the 
modern era.” 

5. "Toothpaste and dentrifices have made the 
appearance of the present generation much im¬ 
proved over those who came before us. It removes 
dirt and food from between the teeth and has 
lessened decay. Thus, we have less tooth ailments 
and other ailments caused by faulty teeth. Has 
done away with bad breath to a great extent.” 

6. "Much ado about nothing. All toothpastes 
are basically the same with different flavoring. 
The best dentrifice is plain salt or a plain powder 
that is not tasty. Various companies pick on 
minor differences to fool the public." 

7. "You can pay anywhere from five cents to 
a dollar for toothpaste. Every toothpaste com¬ 
pany is trying to cut the other one’s neck. Adver¬ 
tising appeals come in two classes: Be mouth- 
happy and remove that white film from your 
teeth.” 

8. "I can’t start to class unless my teeth feel 
clean whether they are or not." 

9. "X Brand is like a dishrag in your mouth.” 

10. "X Brand is like a mouth full of soap suds.” 

At first thought, one might think that the 
nonguided comments of consumers would be 
difficult to classify and arrange into any logi¬ 
cal order. Actually, their comments can be 
classified very quickly, simply by underlining 
favorable statements with a red pencil and 
unfavorable with blue. Each statement can 
be further classified as shown in the partial 
tabulation in Table 26.1 of the responses of 
fifty men to the word “toothpaste.” 


The major value of the free-association 
technique is that it reveals what consumers 
think when they deal with the given product 
or its class as they use it, shop for it in a 
retail store, or discuss it with their friends. 
Any questionnaire made up without resort to 
free association or a substitute simply funnels 
the consumer’s thinking through unnatural 
channels. Many a questionnaire has resulted 
in pages of statistical tables that showed only 
what people thought while they were thinking 
in terms of the consumer analyst’s patterns, 
not what people think when they behave in 
their own unguided manner. 

TABU 26.1 

SUMMARY OF FREE ASSOCIATIONS OF FIFTY MEN 


Reasons for Preferences for p er 

Certain Toothpastes: Cent 

1 . "I like a certain toothpaste because the radio 

programs are good". 14.0 

2 . "Toothpastes refresh the mouth". 12.0 

3. "I use the toothpaste I do because I like 

,he . 10.0 

4. "It sweetens the breath". 4.0 

5. "It's convenient when you’re in a hurry" .. 2.0 

6. "The appearance of the teeth is improved" 2.0 

7. “It lessens tooth ailments". 2.0 

8. "My teeth feel better when using it". 2.0 

Reasons for Disliking Certain Toothpastes: 

1. "Advertisers make claims for their products 

which are impossible". 18.0 

2 . "Toothpaste is made cheap and sold at a 

high price" . io.O 

3. "Salt and soda are not so expensive and arc 

better for the teeth". 10.0 

4. "Some toothpastes are injurious". 6.0 

5. "All toothpastes arc basically the same with 

different flavoring" . 4.0 

6. "I don’t like the taste". 4.0 

7. "I dislike colored pastes". 2.0 


Furthermore, an additional value of the 
free-association technique, or so-called “open- 
end interview,” is the richness of its yield for 
advertising ideas. The advertising man who 
has fifty typical consumers practice free as¬ 
sociation concerning his product is almost 
certain to obtain a supply of ideas for adver¬ 
tising it. He will feel no need for thumbing 
through magazines to look for themes or ideas 
that he might use in advertising his own 
product. 
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The Moiled Questionnaire 

The first few questions used in any ques¬ 
tionnaire should be interesting to the respond¬ 
ent. They should establish rapport, put him 
into a mood favorable to the answering of the 
main questions of the survey. ‘‘Icebreaker” 
questions are developed most easily when the 
consumer analyst has learned from free-as- 
sociation techniques how consumers think 
about the topic of study. 

Many questionnaires in the past have been 
phrased in such general and vague terms that 
the person answering them may, while he is 
answering the questions, feel that his answers 
are going to be useless, because he is not sure 
that he understands the questions in the same 
way that others understand them. Frequently, 
too, the answering of a questionnaire has 
involved a great deal of time and expense. 
In spite of the fact that some persons dislike 
the questionnaire, it is still widely used and 
will continue to be used. Fortunately, the 
phrasers of questionnaires are learning how 
to make them attractive, inviting, and reliable. 


The chief psychological factors in securing a 
high percentage of replies to mailed ques¬ 
tionnaires are: 

1. The questionnaire should have an attractive 
physical appearance. 

2 . The recipient should be made to feel that 
the questionnaire is worth while. 

3. Compensate the answerer for his trouble. 

4. For some studies the identity of the real 
sender should be hidden. 

5. The questionnaire should be given a pre¬ 
liminary test on a small group before it is tried 
on the larger group. 

6. Make the questions easy and, if possible, 
interesting to answer. 

1. The physical appearance oj the ques¬ 
tionnaire.—A concern which sells by direct 
mail would not think of sending out a letter 
set in solid, monotonous type. The direct- 
mail expert makes careful tests of returns 
with regard to copy, color of paper, quality 
of paper, postage, day of week mailed, and 
other pertinent factors. It is necessary, there¬ 
fore, to prepare the physical appearance of the 
questionnaire with consideration of the same 
factors used in direct mail. The questionnaire 


Two young members ol Control 
Molori Customer Reseorch Slot chock 
Iho dolo on moloriilt' opinions ob- 
loinod from some ol iho many thou¬ 
sands ol questionnaires roturnod oach 
yoor by cor ownors. 

According lo o businoss magazine 
orticlo, automobile monulocturors oro 
ollon guided by customer research 
on such matters as what kinds ol 
transportation the public will buy. 
the factors ol economy. luxury, sport, 
family, suburban, and related ques¬ 
tions. It was no accident that Chev¬ 
rolet’s lour successive nameplate 
introductions. Corvette to Chevtlle. 
were effective without taking away 
sales from the standard, and more 
profitable. Chevrolet. 19 See "Scouting 
the Trail lor Marketers." Business 
Week, April 18. 1964. p. 91. 
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can be illustrated with human-interest pic¬ 
tures that explain its purpose and enable the 
answerer to state his experience or wants with 
pleasure as well as ease. Pictures on mailed 
questionnaires increase the returns greatly. 
Color illustrations and attractive appearance 
are essential to large returns in direct mail. 
They are just as essential to returns in ques¬ 
tionnaires. 

2. The addressee should be made to jeel 
that the questionnaire is worthwhile.— The 
person who is asked to answer a questionnaire 
usually feels that he would be doing the 
sender a great favor by taking the time to 
answer the questions. In order to obtain 
answers, therefore, it is well to make the 
answerer feel that he is doing himself a favor. 
Most questionnaires introduce the request for 
answering as this one did: “We are compil¬ 
ing some data giving us statistics on our busi¬ 
ness and we would like you to fill in the in¬ 
closed questionnaire and return it to us in the 
inclosed stamped envelope.” 

Contrast that with this concern, which was 
trying to get the attitude of their 3,000 dealers 
toward them as jobbers: 

Did you ever get mad at us?!! Perhaps we 
were at fault in some of your dealings with us. 
We are doing some housecleaning of our own 
minds and methods of doing business. Our friends 
and our enemies can help us improve our service 
to them by being frank with us. Please check 
over the following list and make any comments 
that you wish. We’ll appreciate it and thank you 
in advance. 

One jobber received 500 replies from 3,000 
dealers by use of a similar request. The replies 
were followed up by the management through 
the salesmen. 

The appeals which succeed in direct-mail 
advertising often succeed in questionnaires. 
One concern phrased its questionnaire to give 
the impression that a very charming woman 
was asking a very small favor. The letter 
gave the reader the impression that her em¬ 
ployer had made a wager that the readers 
would not answer her questionnaire and she 
was trying to convince him that the recipients 


were really interested in helping those who 
wish to improve their methods of work. 

When the questionnaire is sent to a spe¬ 
cific group, such as kindergarten teachers, 
accountants, or shoe merchants, it is often 
possible to appeal to them by offering them 
a copy of the data when it has been compiled. 
In that case it is well to specify the date 
when the report will be completed and avail¬ 
able. A request card for the report should be 
attached to the questionnaire to enable the 
person who answers the questionnaire to 
realize that he may have a free copy of the 
report. 

If the copy of the report has no appeal, it 
is possible to increase the answers by offer¬ 
ing a small gift for answering the question¬ 
naire and returning it by a definite date. 

3. Better results may be obtained ij the 
true identity of the sender is /ridden.—Maga¬ 
zine publishers occasionally wish to make an 
impartial investigation of their readers’ prefer¬ 
ences. In some cases the candid answers of 
the person who fills in the questionnaire may 
reflect against the publisher who sent the 
questionnaire. In cases where honest answers 
might offend the sender, it is well to give the 
recipient the impression that the investiga¬ 
tion is being conducted by an accounting firm 
or by a statistical concern. 

Much depends upon the purpose of the 
questionnaire. If it is to learn about the com¬ 
plaints of the customers, for example, the true 
identity must be stated. 

4. Decide upon the type or class of people 
that you wish to reach. —In certain situa¬ 
tions, it is easy to limit the sending of the 
questionnaire to the desired group. When a 
company wishes to get customers’ reactions 
and the company has a complete list of cus¬ 
tomers, the problem of finding the right group 
is answered. When the reactions of the general 
public are desired, it is well to find out which 
segment of the public is to be reached. 

When it is important to know what types 
of people answer the questionnaire, it is well 
to insert questions that will enable the investi¬ 
gators to tabulate the answers according to 
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groups, such as occupation, education, sex, or 
age. 

5. Give the proposed questionnaire a pre¬ 
liminary trial on a test group.— Again the 
principles of direct mail should be used with 
the questionnaire. The direct-mail specialist 
does not use a letter on a large group of 
prospects until he has tested it on a small 
group. He finds that he must do this even 
though he is absolutely certain that he has a 
good letter. Experience has taught him that it 
is dangerous to spend large sums of money 
until he has determined the percentage and 
quality of returns. 

Questions which are quite clear to the re¬ 
searcher may be ambiguous, vague, imperti¬ 
nent, or unnecessary to a large number of 
strangers. Only a trial survey can determine 
the probable value of the mailing. In making 
the trial survey, it is well to have inter¬ 
viewers present the questionnaire to indi¬ 
viduals in person and then note their remarks 
and questions as a guide to revision. 

Phrasing the Questions 

No one enjoys attempting to answer a ques¬ 
tion that he does not understand. The more 
certain the reader is that he understands the 
question, the more willingly he will answer 
it. For this reason, questions of opinion 
rather than concrete facts are inhibiting to the 
answerer of a questionnaire. Questions such 
as, "Why did you buy a Blank auto?” "What 
is your opinion regarding our powdered 
milk?” or, "How would you advise us to 
change our displays?” are not clear and defi¬ 
nite to the consumer, and he cannot answer 
them correctly. Answers to this type of ques¬ 
tion, however, may give a copywriter a great 
many suggestions for new copy in advertise¬ 
ments. 

Questions, to be understandable, should be 
phrased in the vernacular. The academic 
phrasing, “What dentifrice do you customarily 
employ?” will puzzle more people than “What 
do you use to clean your teeth with?” 

A more involved question, of a type difficult 


for anyone to answer, was used in a survey 
of automobile travel: "From March of last 
year to March 1 of this year classify out- 
of-town journeys of some length (round trips 
of 70 miles or more) made by automobile 
whether in your own car or in a car belonging 
to someone else.” 

People should not be asked to make com¬ 
plicated computations in their recall of pur¬ 
chases or habits. If a man is asked: "How 
often in the course of a month do you change 
to a new razor blade?” he must make a 
bothersome computation. It is better to ask, 
"How many shaves do you get from a razor 
blade?” 

To achieve certainty of understanding, it 
is well to have the questions relate to matters 
of fact rather than opinion, and to give all 
the possible types of answers after each 
question. Giving the correct answer will then 
be easy—it merely requires a checkmark, and 
compensates for any vagueness in the phras¬ 
ing of the question. 

Questions should be stated positively rather 
than negatively. For example, it is better to 
say, "Have you bought any Blank soap this 
week? Yes—, No—, than to say, "Have you 
not bought any Blank soap this week? Yes—, 
No—.” 

Negative and positive phrasings were used 
in a nationwide survey with the question: 
"Do you think that advertising is less (more) 
truthful today than it was a year or two 
ago?" Each of the two phrasings was used 
for 3,200 individuals, and was asked of every 
second person. It was found that 56.5 per 
cent answered No to the less phrasing. But 
the fact that one is not justified in assuming, 
on the basis of the foregoing, that people 
therefore think advertising is more truthful 
is indicated by the answers to the positive 
phrasing, which were only 46.7 per cent 
affirmative. Also, the Don’t know answers for 
the second form of the question were 22.1 
per cent, compared with 18.8 per cent for the 
first form. 11 

The same investigators also found that the 
words used in expressing alternatives will 
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influence the results obtained. In two surveys, 
one month apart, the following were asked of 
comparable samples of 7,867 persons in each 
of the samples. 

Form A —"Which of these companies do you 
think well of generally, which not so well?" 
(Company name given and response recorded.) 

Form B —“Do you think favorably or unfavor¬ 
ably of the following companies?" (Company 
name given and response recorded.) 

Essentially these questions are similar, ex¬ 
cept for the change from well and not so well 
to favorably and unfavorably. 


Responses 

Company Form A Form B 

Well Favorably 

% % 

A . 79.4 67.6 

B . 58.3 46.9 

C . 52.3 468 

D. 85.5 74.1 

E . 72.4 62.1 


It can be said that the term favorably was 
apparently interpreted as being a more extreme 
alternative and therefore received fewer responses 
than the term well. 12 

Questions which involve the prestige or 
personal integrity of the person answering 
them, such as, “How much did you pay for 
your last hat?” “Do you do your own wash¬ 
ing?” “How often do you take a bath?" do 
not elicit accurate results. When it is neces¬ 
sary to ask questions which involve the 
personal affairs of the individual, the ques¬ 
tionnaire must come from a third disinterested 
party or from someone who is able to assure 
the person that the answers will be kept con¬ 
fidential and used in a legitimate manner. 

Obviously, leading questions should be 
avoided. However, many questions that do 
not appear to be leading tend to encourage 
respondents to answer unduly favorably. 
"What brands of the following foods do you 
use?” suggests the use of all the foods listed. 
This question is improved somewhat when 
phrased, “If you bought any of the following 
foods in the last three months, state the 
brand you bought last.” Overstatements are 
especially encouraged when this type of ques- 
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tion is phrased, “What brands of the following 
toilet requisites do you buy?" And most 
students would be encouraged to say Yes if 
asked, “If Dad were to buy a new car, would 
he be influenced by your choice?” 

One concern made its mailed questionnaire 
attractive to housewives by writing an inter¬ 
esting short story, in pamphlet form, describ¬ 
ing the problems of a housewife. The story 
also set forth her methods of work. The 
housewife recipient was asked to check the 
method that she herself used under those con¬ 
ditions, and in this way the manufacturer 
learned the conditions and methods under 
which women used his product. 

Respondents should be invited to give their 
comments in addition to their check marks. 
The comments are likely to reveal the feeling 
tones and manner of thinking more helpfully 
than the tabulated check marks. 

Generally, when a questionnaire dealing 
with one subject is mailed to a list of possible 
respondents, the recipients most interested in 
the subject are most likely to respond. This 
often makes the results misleading if projected 
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to the entire population surveyed. Unfortu¬ 
nately, we seldom know the amount or degree 
of the bias. 13 


The Personal Interview at a Source 
of Consumer Research Data 

Sometimes the questionnaire does not elicit 
the desired data when mailed. It may then 
be necessary to obtain the information by 
means of interviewers. If a study were to be 
made of the reactions of vegetable hucksters, 
factory workers, or shoe shiners, the results 
of a mailed questionnaire would be inade¬ 
quate. When necessary to secure answers to 
a large number of questions, the interview 
may be the best method of getting representa¬ 
tive answers. Sometimes the same people who 
will not answer a list of questions by mail 
will do so when called upon personally. 

For research problems that cannot be 
studied through mailed questionnaires, per¬ 
sonal interviews must be obtained. An ex¬ 
ample of this is the advertiser who wishes to 
find out which of three proposed headlines, 
illustrations, or layouts is the best. If the 
researcher were to hand copies of the three 
advertisements, identical in every respect ex¬ 
cept the factor under investigation, to fifty 
buyers, and ask each buyer of the commodity 
to state which of the three advertisements 
was the best, many of the fifty persons would 
cease to be consumers of the product adver¬ 
tised and become advertising critics. Their 
reactions would be artificial. By means of 
interviews, it is possible to plan a technique 
which will lessen the artificiality of the judg¬ 
ments. 

If a study is to be made of three different 
kinds of copy, three advertisements can be 
prepared which are identical in all respects 
except for the copy. Ten other advertisements 
of different products can be mounted on 
cardboard. When the investigator calls on 
typical buyers of the product to obtain their 
reactions, he may fumble in his brief case for 
the ten advertisements and “accidentally” pull 
out the three advertisements and hand them 


to the prospect with a passing remark such 
as, “Do you care to look at these while I 
prepare my ten advertisements for your opin¬ 
ion?" In a few seconds he arranges the ten 
advertisements and the prospect lays aside 
the three important advertisements. After a 
five-minute discussion of the ten advertise¬ 
ments, the interviewer replaces in his brief 
case the ten advertisements, and then, inci¬ 
dentally, asks the prospect about the copy of 
the three layouts he saw in the early part of 
the interview. The reactions of the prospect 
will then approximate those which he would 
have if he saw the advertisements in a periodi¬ 
cal where they would have to compete with 
many other interests. 

If the field interview is used, it is usually 
necessary to choose and standardize the ques¬ 
tions just as carefully as for a mailed form. 
The interviewers must be instructed also as 
to how they are to present the questions. They 
must be trained so that they do not put the 
answers into the mouths of the informants. 
When persons are interviewed who are not 
accustomed to supplying information to oral 



Interviewer (torn the Survey Reseorch Center of the Insli- 
tute for Social Reseorch. University of Michigan, gelling 
iwrvey data from o consumer. field reports such os these 
are basic to the planning of programs in modern market¬ 
ing. 
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questions, the interviewer should be trained 
not to write down the answers in their pres¬ 
ence. They may dislike the idea of having 
someone write down their statements as they 
make them. In some cases the investigator can 
be taught to memorize the questions and then 
informally write the answers on the margin 
of a newspaper and copy them later. 

The research interviewer should have some 
qualities of salesmanship. However, salesmen 
are not, as a rule, competent to do field work 
of a research nature. Salesmen are trained to 
influence the answers of the person inter¬ 
viewed. They are apt to see only those factors 
of the situation that agree with their own 
prejudices. They are promoters rather than 
analysts. 

MOTIVATION RESEARCH IN MARKETING 

Motivation research tries to discover the 
relations between overt behavior on the part 
of people in the market and the underlying 
inner mental processes such as drives, desires, 
emotions, impulsions, attitudes, avoidances, 
and preferences. It digs beneath the surface of 
behavior by indirect methods in order to un¬ 
cover those motivations of which the indi¬ 
vidual is wholly unaware or only partially 
aware. It is person-centered. Most readers are 
acquainted with some of the techniques used, 
such as the projective tests—word associa¬ 
tions, picture associations, the Rorschach ink¬ 
blot test, and the depth interview. Many of 
the researchers in this field have had training 
in psychoanalysis. 

Psychoanalysis and motivation research are, 
however, not synonymous. The purposes of 
the two are different. Motivation research also 
is more varied in its approaches as to why 
people behave than psychoanalysis alone. 
When approaches from the social sciences are 
used—sociology, cultural anthropology, psy¬ 
chology, social psychology, psychiatry, and 
psychoanalysis—they are often grouped under 
the heading of motivation research whenever 
the areas of their efforts are planned as aids 
to advertising and selling, particularly the 


selection of appeals. The social sciences are 
basic in learning about motives in the market 
place, hence some investigators prefer to use 
other terms, such as “Behavioral Science Re¬ 
search” or “Motivation Analysis.” 

Quantitative research long since has pro¬ 
vided the marketer with statistics concerning 
the numbers of people who buy a product, 
the approximate percentages that buy the 
major brands, the ages and incomes of the 
consumers, and the geographical areas where 
they live. The modern marketer wants to 
know more: why some people buy and others 
do not. If he knows that, he can define his 
market more precisely and use more effective 
appeals in his advertising and selling. 

Need for Motivation Analytl* 

Each researcher who has done an appreci¬ 
able number of studies of consumer behavior 
has run into statistics that simply did not 
jibe with the known facts. In one study, for 
example, a carefully surveyed sample of con¬ 
sumers were asked whether they preferred to 
drink the light or the regular type of a certain 
brand of beverage. A ratio of 3 to 1 stated 
their preference for the light brew. The actual 
facts, however, were that the regular outsold 
the light by a 9 to 1 ratio! Apparently the 
people questioned answered according to their 
feeling as to what discriminating people 
drank. 14 

The inadequacy of direct questioning was 
also demonstrated when people who were 
interviewed in the course of a survey were 
asked the question, “Do you borrow money 
from a personal-loan company?” All of those 
interviewed answered “No.” This answer was 
given even though all those interviewed were 
listed in the records of a local loan company 
as having recently borrowed money! Similar 
untruthful answers are given when people are 
asked about the magazines they read. The 
answers, if taken at face value, would lead 
one to believe that the Atlantic has six times 
its actual circulation, while the pulp maga¬ 
zines, printed by the millions, have negligible 
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appeal. The desire not to appear “low-brow” 
clearly influences the answers given to this 
type of question. 

Many consumers have an upward bias, the 
tendency to overstate their liking for or use 
of high-priced or prestige products. Because 
of it, consumer researchers try to avoid ask¬ 
ing questions about a specific brand. The 
interviewee is invited to state his buying 
habits or preferences as he perceives them. 
Later, if necessary, the one brand of interest 
to the researcher may be mentioned and dis¬ 
cussed along with other brands. 

Sometimes our assumptions about consum¬ 
ers are not supported by systematic studies. 
This was exemplified when a study was made 
regarding attitudes of metropolitan area 
adults toward the purchase of small cars. A 
random sample of 250 adults was interviewed 
to determine the relationship between re¬ 
spondents’ attitudes toward the purchase of 
small cars and readiness to accept challenge 
and innovation. It was expected that persons 
who saw themselves as “confident explorers” 
would show greater acceptance of small cars. 
The data did not support the expectation. On 
the contrary, persons who saw themselves as 
“cautious conservatives” were more likely to 
express a favorable opinion toward them. 
Conservatives did not consider a small car an 
adventure, but rather a practical, economical 
convenience. Confident explorers saw the large 
car as a means of expressing their ability to 
control the environment. ,s 

Candy 

Some people who like candy worry as to 
whether it is “bad” for them. They hold 
exaggerated ideas about its effects on teeth 
and diet. To them, candy is an indulgence 
food. They wonder whether they should con¬ 
trol their appetite. The main problem in sell¬ 
ing candy to them is to help them modify or 
redirect irrational inhibitions on their appe¬ 
tites. Motivation researchers suggested that 
one approach to encouraging less guilty every¬ 
day eating of candy would be to promote the 


idea that people “owe it to themselves” to 
gain renewed energy from candy in order to 
cope with the stresses of modern living. Such 
an idea gives candy a worthy purpose beyond 
that of self-indulgence. 16 

Cigars 

When a cigar advertiser asked for an evalu¬ 
ation of his advertising, the typical advertise¬ 
ments showed a hostess graciously offering 
cigars to her men guests. Motivation research 
studies revealed that the advertising did not 
lessen the feeling of repugnance on the part of 
those women who regard cigars as “dirty” and 
“smelly.” The women’s attitudes had prob¬ 
ably been conditioned by the mother who 
objected to the father’s smoking. If the 
mother regarded her husband’s cigar smoking 
as dirty, the daughter often carried over the 
attitude into her adult reactions. 

Studies of the men indicated that their 
reactions to these admonitions were quite 
different. They developed feelings of rebellion 
to feminine control. By smoking cigars, the 
man asserts his maculinity and individualism. 
And when a woman offers him a cigar, she 
deprives him of one of his most important 
reasons for smoking it. She removes his chance 
to show his independence. 17 

Breakfast Eating 

Motivational Programmers, Inc., studied 
male white-collar workers who do not eat 
breakfast and found that their reactions to 
breakfast give some indication of the rela¬ 
tionship of a man to his home. Those who 
dash out with nothing to eat do not feel 
closely related to their home in the morning. 
Also, if a man feels insecure about his job 
and is under tension, he is less likely to eat 
breakfast. As the years pass, career success 
tends to bring back the habit. 18 Those who 
eat breakfast regularly—about 40 per cent 
of the total studied—are likely to be happy 
and eager to take on job and other daily 
challenges. The nonbreakfasters are more 
likely to be tense, unhappy worriers. 
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Instant Coffee 

A classic example of the way projective 
methods were applied to a marketing problem 
has been reported for instant coffee. Powdered 
instant coffee was on the market, in some 
form or other, long before World War II. Yet 
for many years women did not use it to an 
appreciable extent. Then Mason Haire'of the 
University of California decided to discover 
possible motivational influences. 

First, he questioned a group of women as 
to why they did not use the powdered coffee, 
and found that they all agreed upon not liking 
the taste of it. This seemed a stereotyped 
answer to Haire, as he doubted that the taste 
was that unpleasant to everyone. Thus, he. 
looked for a more significant answer and tried 
the following experiment: Two shopping lists 
were drawn up which differed in only the fifth 
item: 

List A . . 

V/i lb. hamburger 
2 loaves Wonder bread 
Bunch of carrots 

1 can Rumford’s baking powder 
Nescafe instant coffee 

2 can Del Monte peaches 
5 lb. potatoes 

List B 

V/ 2 lb. hamburger 
2 loaves Wonder bread 
Bunch of carrots 

1 can Rumford’s baking powder 
Maxwell House coffee, drip grind 

2 cans Del Monte peaches 
5 lb. potatoes 

List A was given to a group of SO women 
and List B to another group of 50. He then 
asked each of the women to describe the type 
of women who would go to the store with 
such a list. Actually neither list could possi¬ 
bly give any clue to the personality of the 
shopper. In order to comply with Haire’s 
request, each woman had to project her own 
feelings into a word picture. 

The results were surprising: 48 per cent of 
the women with List A pictured a lazy woman 


who does not plan her purchases well, 12 per 
cent tagged her as a spendthrift, and 16 per 
cent declared she wasn’t a good wife. 

Of the women using List B, only 4 per 
cent indicated laziness; 12 per cent mentioned 
bad planning, and none pictured the shopper 
as a spendthrift or bad wife. 

This seems to. indicate rather clearly that 
some women did not use powdered coffee 
because using it would give them a picture of 
themselves that they did not like. 19 

The methods used in motivation research 
are not ordinarily a part of the repertoire of 
the typical marketing man—he turns to spe¬ 
cialists trained in psychology for services in 
this area of investigation. 20 

Many psychologists are interested in the 
unconscious aspects of human behavior. There 
are, broadly speaking, three areas or levels of 
motivation: 

1. The rational, self-knowing area in which 
one is aware of what motivated his action 
and is able and willing to tell why. Example: 

A man has been looking for a certain kind 
of shirt, one that he can wash easily when on 
trips away from home. It must be quick¬ 
drying and have no-ironing features. When 
he happens to see an advertisement for a 
Dacron shirt that offers the desired features, 
he is motivated to buy it. Ordinary question¬ 
ing elicits the information needed to prepare 
advertising that triggers the purchase act. 

2. The rational area in which one is aware 
of what motivated his action and is able but 
unwilling to tell why. Example: 

A man buys a home in an expensive neigh¬ 
borhood because, as he says, “It’s a better 
investment” Actually, he realizes that he 
wants to become a member of a better social 
set. 

The Chicago Tribune Research Department 
also found that most women do not get overly 
excited about a hosiery advertisement that 
displays only stockings or legs. Instead, a 
hosiery manufacturer should depict a smartly 
dressed woman wearing hose and being ad¬ 
mired by others. He should try to create an 
image of beauty for the woman as a person. 
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3. The complex hidden area in which one 
is not aware of what motivated his behavior 
and really cannot fully tell why. Examples: 
the morbid gambler’s unconscious wish to lose 
as self-punishment for certain unconscious 
aggressions or the housewife’s bargain hunt¬ 
ing as a need to outsmart others and to 
express aggression toward a mother substitute. 

Much of our everyday behavior involves 
more than one type of motivation. When areas 
2 and 3 are especially pertinent to the per¬ 
son’s behavior to be studied, special proce¬ 
dures are necessary. These procedures to 
explore motivation have been known and 
used for a long time. 

Of the several techniques used, one used 
by a number of research workers in an 
attempt to understand the hidden areas is 
based on the Thematic Apperception Test. 
This test consists of a standardized series of 
pictures of people in “some unstructured, 
ambiguous form of action.” Each picture is 
vague as to its meaning. The person being 
tested is asked to look at some or at all of 
these pictures—one at a time—and tell “the 
story” of the picture. 

The pictures do not induce a standardized 
form of response, and no standardized answers 
are expected. The significance of answers 
given by the respondent must be interpreted 
by a skilled analyst. The original pictures are 
used by psychiatrists and psychologists in 
an attempt to diagnose personality traits, but 
some psychologists use them in consumer re¬ 


search. A common and somewhat related 
technique uses pictures that have balloons of 
the kind we see in cartoons but one or more 
of the balloons may be empty in order that 
the respondent can fill in his ideas as to what 
is happening in the situation. Of course when 
an interviewer records the responses, the 
balloons are not necessary. 

To explore areas 2 and 3, procedures such 
as the depth interview have been brought 
over from clinical psychology where they have 
been used for many years. 

The Depth Interview 

Motives in buying are very difficult to 
uncover by direct questioning. When house¬ 
wives, for example, are asked why they buy 
a certain brand of a household utility, most 
of them may mention its high quality. When, 
however, they are encouraged to discuss the 
product without prompting or suggestion of 
answers, they may reveal that the real reason 
for purchase is the economy, because of 
assured long life of the article. People are apt 
to rationalize when casually interviewed about 
their buying. 

The depth interview is one of the newer 
methods of motivational research used by a 
few large advertisers and agencies. A depth 
interview is a three-hour detailed case study 
of the steps and reasons involved in a con¬ 
sumer’s behavior. It is an attempt to get 
better answers than the usual surface re- 
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sponses, such as, “I like Blank’s chocolate 
pudding because it’s chocolate,” or ‘‘I like it 
because I like it.” The person who is inter¬ 
viewed by the depth technique is stimulated 
to talk, to reveal his basic attitudes, opinions, 
and reasons. Only psychologically trained in¬ 
terviewers can use this technique. 

Ernest Dichter, a Viennese psychologist, 
has been a pioneer in the development of 
depth interviewing. He has pointed out the 
difficulties involved in finding out why con¬ 
sumers do what they do when he asked direct 
formal questions. In a study of car buying, 
as an example, he never got beyond such 
superficial motives as satisfaction with the 
previous car, better trade-in allowance, and 
so forth. The use of depth interviewing and 
motivational research brought forth truly 
basic reasons from the interview, such as 
dread of change, nostalgia, and the like. In 
explaining the need for the use of special 
techniques in learning motivations of the con¬ 
sumer, Dichter stated: 

...whenever we are dealing with motivations 
in research, we have to employ methods different 
from the ones used when a simple factual state¬ 
ment of quantitative relationship is required. 
Why should this be so. when we are studying such 
seemingly simple problems as why Mr. Smith 
bought one brand of dental cream rather than 
another, or why women listen to certain types of 
radio programs? 

The answer lies in the nature and the me¬ 
chanisms of human motivations. Motivations are 
of such a different nature from our other research 
objectives that the usual research tools no longer 
suffice. One might well ask, at this point, what 
is it about motivations that makes them the 
subject of an almost separate branch of research 
requiring special tools? I should therefore Uke 
to turn now to a discussion of those aspects of 
motivation which make this necessary. 

To begin with, motivations are dynamic. If 
I wanted to find out why Mr. Smith is wearing 
a blue suit today, the answer most likely would 
not be a single reason or even a list of reasons. 
When he opened the closet this morning, the blue 
suit was hanging nearest him and so he decided 
to put it on. Then, however, he remembered that 
he didn’t have any tie his wife liked to go with 
it, and so he selected the brown suit. When he 
looked this over, he discovered that his wife still 


had not sewn on the missing button. Annoyed by 
his wife’s neglect, he spitefully reached for the 
blue suit again. While he was putting on the blue 
suit, it occurred to him that his decision was 
a good one after all because he had not been 
wearing this suit for a long time. 

Let us not go any further. This relatively sim¬ 
ple example shows us how unsatisfactory any 
single statement of motivation may be. When 
questioned for the motivations of his choice, all 
Mr. Smith may have told us, was that he saw 
the blue suit first. This despite the complicated 
dynamics of the true motivation. We can under¬ 
stand, therefore, that a direct questionnaire tech¬ 
nique will rarely be adequate for the registration 
of dynamic motivational mechanisms.... 

...a respondent is frequently unaware of his 
motivations. Dr. Maslow, in a study, "A Theory 
of Human Motivation,” says the following about 
unconscious motivations: 

"Everyday conscious desires are to be regarded 
as symptoms, as surface indicators of more basic 
needs. If we were to take these superficial desires 
at their face values, we would find ourselves in 
a state of complete confusion, since we would be 
dealing seriously with symptoms rather than with 
what lay behind the symptoms.” 

This is extremely important as far as our 
methodological discussion is concerned. We must 
be able to distinguish between conscious and un¬ 
conscious motivations. Depth psychology teaches 
us that unconscious reasons are usually more 
basic and powerful than the conscious ones. 
Obviously, a direct question runs no chance of 
success in uncovering unconscious motivations. 21 

Dichter uncovered some especially impor¬ 
tant findings regarding the purchase of auto¬ 
mobiles. He found that only two per cent of 
car buyers buy convertibles. This two per cent 
figure, however, did not indicate the true im¬ 
portance of convertibles in car buying. When 
he counted the number of people who stopped 
in front of showrooms with convertibles in the 
window and compared the figure with the 
number who stopped in front of showrooms 
without convertibles, he found that the con¬ 
vertible was far more important than indi¬ 
cated by the two per cent sales figure. 
Investigation showed that the convertible is 
a symbol of eternal youth, coveted and 
dreamed about by almost every car buyer, 
but seldom actually bought. Convertibles are 
psychological lures to attract people to show- 
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rooms and to increase the attention value of 
advertisements. 22 

Dichter publishes findings from his Insti¬ 
tute for Motivational Research studies from 
time to time as indicated in these two ex¬ 
amples concerning baseball gloves and boats: 

Manufacturers of baseball gloves learned, as 
a result of IMR research that autographs on both 
cheap and expensive models confused youngsters: 

“A glove with a star ball player’s signature 
provides a means of identification with a grown¬ 
up person. In a sense, it is a psychological certifi¬ 
cate of qualification for ‘grown-up-hood.’ This is 
true mostly of the younger boys (from eight to 
twelve). Not one of our older teen-age respond¬ 
ents would admit outright he was interested in 
star players’ signatures on his glove, dismissing 
this as kidstuff. Upon deeper probing of skeptical 
older teen-agers, we found that some of the 
rejection of the star’s signature was due to un¬ 
believable advertising. (‘Sure, it's got Mickey’s 
signature on it. But who says he uses the glove? 

The objection is not due to the autograph 
itself, but to what is seen as a questionable 
endorsement.’’ An easy solution offered by IMR: 
reserve "the star player’s signature on the more 
expensive glove and put a printed name rather 
than a signature on the cheaper one." 

To those salesmen who wish to sell boats to 
the vast army of would-be boat owners that has 
cropped up within recent years, the Institute has 
this advice. Studies indicate that today’s boat 
buyer is first of all making an emotional invest¬ 
ment when he decides to walk into a boat yard 
and look over the fleet. He wants to belong to 
a leisure club, either imaginary or real, rather 
than a leisure class. He therefore expects the 
dealer to cater to his ambition and not to snub 
him because of his lack of expert boating know¬ 
ledge. 23 

Psychologists realize that motives are diffi¬ 
cult to uncover. Sometimes helpful answers to 
“why” can be obtained by asking a series of 
related questions that may reveal aspects of 
motivation such as, What brand did you buy 
last? What brand did you use before this? 
In what respects do you think your present 
brand is better than the kind you were using? 
What was your principal objection to the 
brand you used before? 

In some instances, helpful answers to “why” 
can be obtained by asking a series of questions 
that begin with the word “what” and “when” 


and “how.” Respondents who are unable or 
unwilling to answer “why” are able and will¬ 
ing to give valid answers when the indirect 
approach is employed. 

The Special Contribution of 
Motivation Research 

Motivation research is usually considered 
as qualitative rather than quantitative. It 
deals with why; not how many? Its findings 
must be verified by means of quantitative 
studies which answer the question as to how 
many persons behave in terms of specific moti¬ 
vations. A given trigger to action may be 
present, but whether it is potent with many or 
few consumers must be answered by conven¬ 
tional procedures such as questionnaires and 
field interviews, statistically treated. Motiva- 


The difference between creative 
consumer research and most conven¬ 
tional marketing research which 
usually asks auestions that can easily 
be tabulated by a machine can be 
illustrated by the wife’s answer to 
her husband when he asked her, 
"What would you like me to get you 
for Christmas, my dear?” She ans¬ 
wered: 

Don't ask me what I want—sur¬ 
prise me! 

She realized that he was well ac¬ 
quainted with her present material 
situation as well as with her emo¬ 
tions and feelings. She wanted him 
to utilize his knowledge of her by 
thinking of something she had not 
thought of, something that would 
please her beyond her own imagina¬ 
tion.* 

The creative researcher tries to get 
as well acquainted with consumers as 
a husband learns to know a wife, but 
he goes beyond the present and tries 
to discover possibilities that are 
beyond their current imaginations. 


• This kind of expectation is appreciated by great 
artists. When the famous Daghileff gave his instruc¬ 
tions to the artist chosen to produce a poster for the 
Imperial Ballet, he said: “Astonish me!” 
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tion research does not involve any new tech¬ 
niques for the psychologist nor are its findings 
alone sufficient for controlling a marketing 
program. Its findings are, however, very valu¬ 
able for the improvement of marketing pro¬ 
grams. Influences in buying and new markets 
are revealed. New courses of marketing action 
are charted, particularly for advertising. Cur¬ 
rently, motivation research is growing because 
it adds a source of new insight for marketing. 
It offers a clearer understanding of the con¬ 
sumer’s aspirations, feelings, subconscious 
longings, and fears. It is used mainly as a 
source of ideas, but quantitative techniques 
are needed to indicate its values in its ap¬ 
plications in the marketplace. 

Good Consumer Research Is Creative 

Experts in consumer research need so much 
statistical ability that they are apt to become 
engrossed in research techniques and lose 
sight of the creative aspect of their work. 
Business executives, particularly those in 
charge of advertising and selling, do not as a 
rule think in refined statistical terms. They 
are essentially promoters and innovators. They 
utilize the benefits of research, and they 
utilize its benefits most effectively when field 
research is an integral phase of their business 
philosophy. This attitude is fully expressed in 
the following admonition: 

Remember that field research is essentially 
creative. Its value will be nil to a concern afflicted 
with complacency. If management’s objective for 
its advertising is merely to ride the Babson sales 
curve, keep its name before the trade and "build 
good will and prestige,” then it should not use 
field research. But if a company is progressive 
and alert, it can use field research profitably, for 
the research can help to create advertising that 
will increase sales and reduce unit sales costs. 

All too often a business loses sight of the end 
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purpose of its activities—a service to the cus¬ 
tomer which represents a sound value to him. 
There is a tendency to feel that service to the 
customers is the special and exclusive province of 
sales and service departments. This may explain 
why we find credit departments which bite the 
customer; why we find design engineers who con¬ 
centrate all their efforts on making a better 
gadget which may or may not be acceptable to 
the customer; why we find advertising that takes 
into consideration not what the customer wants 
to know, but what the advertiser thinks he 
should know. 

Therefore, step number one in any considera¬ 
tion of field research is accepting the fact that 
every activity the company engages in is on be¬ 
half of the customer. This holds true of design, 
purchasing, distribution, sales, service, promo¬ 
tion, advertising, financing administration, credit, 
etc.... 

To sum up, it may be said that field research 
answers three questions: 

1. What should your advertising say? Obvi¬ 
ously. your advertising is most effective when it 
gives customers information that is pertinent to 
the selection, application and maintenance of 
your product.... 

2. Where to say it? Advertising won’t help 
much if it is directed to the wrong people. One 
field investigation disclosed that a certain com¬ 
pany's direct-mail literature was being sent to 
purchasing agents, who had no voice whatso¬ 
ever in the selection of the product. It was 
learned that production engineers were the real 
behind-the-scenes authority on purchases. The 
mailing list was completely revised and made 
really effective. Field research can indicate to 
whom to say it as well as what to say. 

3. Why? Unless you know why a customer 

thinks or believes the way he does, there prob¬ 
ably isn’t much you can do about it_ 

Also, field research can give you freedom from 
doubt—doubt that appropriations arc spent most 
effectively—doubt in the minds of management 
as to whether advertising is justified—doubt of 
the advisability of spending x dollars or y dollars. 
Field research answers the why’s of management 
about advertising expenditures. It provides a 
sound sales reason why you say what you say 
and where you say it. 24 
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PROJECTS 


1. Choose any common product on the market 
today and compose questions which might be 
used in a free-association interview to deter¬ 
mine consumer opinion and the extent of use 
by the consumer. Give your questions trials 
with several friends. What did you learn from 
your limited experiment? 

2. Select a number of articles in popular use to¬ 
day but which you think may no longer be 
on the market 10 years from now. Present 
reasons for your selection and indicate what 
type of article may replace them. How could 
the manufacturers of the products adjust 
themselves to the change? 

3. Look up the ratings of a number of products 
in both Consumers Union and Comsumers’ 
Research reports in your library. To what 


extent do the ratings of the two organizations 
agree? 

4. Leaf through three distinctly different types 
of magazines, noticing the advertisements. 
Do the advertisements seem to be designed 
to appeal to the particular class of readers of 
that magazine? Why? Why not? Select some 
good and some poor examples from each of 
the three mediums. 

5. Obtain a copy of a mail questionnaire and 
analyze it from the viewpoint of the principles 
discussed in this chapter. Rewrite it if you 
believe it can be made more effective. 

6. Outline the steps you would take in con¬ 
ducting a field survey to determine the poten¬ 
tial market for a new type of electric toaster. 
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COMMUNICATION WITH 
CONSUMERS BY MEANS 

OF MASS MEDIA 

—ADVERTISING 


People who are unacquainted 
with the dynamic influences in modern business assume 
that the improvement of consumer products is brought about 
by the initiative of the men in the research laboratories. 

This is only partially true. 
Actually, a great deal of the prodding comes from 
the advertising end of the business. 
Scientific research and advertising work together 
to stimulate and discover the making of the improvements 
in the laboratory. The direct beneficiary is the consumer .* 
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ADVERTISING 


^Communication with consumers by means 
of mass media is commonly called advertising. 
At its best, advertising can be defined as crea¬ 
tive communication with consumers. It is 
creative in regard to two aspects: 

1. Its stimulating effects on the consumer’s 
desire for improving his standard of living. 

2. The originality evident in the selection 
of the message to be communicated and its 
presentation through the mass media: news¬ 
papers, magazines, television, radio, direct 
mail, and others. 


Encouraging Coniumeri to Adopt 
the Bettor Products Available to Them 

Most persons assume that people will adopt 
all beneficial products as soon as they have 
the necessary money available and the prod¬ 
ucts are offered on the market. This has not 
been entirely true even in an economy of 
scarcity. Let us go back in our history for a 
few examples when our economic needs were 
very great. 

In 1797, American farmers made their 
plows out of crooked tree-forks. The imple¬ 
ment was so crude that it merely scratched the 
soil and required several steers to drag it over 
the ground. In that year, an inventor by the 
name of Charles Newbold patented a metal 
plow that would turn the soil in neat, smooth 
furrows. The operation of the plow required 
only one man and two oxen. Newbold showed 
New Jersey farmers fields of splendid grain 
for which his metal plows had turned the sod, 
but the farmers still believed that the iron 
plows would poison the soil and produce only 
weeds. In all, the inventor spent $30,000, a 
substantial sum in that day, to introduce his 
labor-saving device to other farmers before 
he gave up in disgust. Similarly, when sewing 
machines and mechanical washing machines 
had been invented and were available, thou¬ 
sands of women preferred to sew by hand and 
to rub clothes over a washboard. Businessmen 
and inventors have had to spend years and 
much money for advertising and selling in 
order to stimulate people of capable financial 


means to purchase and use the better products 
made available to them. 

The same kind of inertia is evident in the 
realm of ideas. People are also slow to adopt 
new and better ways of thinking. Socially im¬ 
portant movements or concepts rarely burst 
into full bloom over night. Each social group 
tends to lag behind the best culture that is 
available in its particular time. People are 
slow to change. And they should be. If every 
group had adopted every supposedly excellent 
idea or product as soon as presented, the 
human race would long ago have gone over 
the brink of destruction. Individuals and 
social groups make haste slowly in order to 
avoid the adoption of too many changes that 
might do harm. This means that the leaders in 
the fields of ideas as well as the businessmen 
who sell products and services must present 
their offerings by means of new approaches 
that will enable the non-users to decide more 
intelligently. 

In our free enterprise system, the consumer 
is king. He cannot be forced to buy the prod¬ 
ucts of our factories. He can only be en¬ 
couraged. His wants, translated into pur¬ 
chases, will determine the rate at which we 
utilize the productive facilities of our age of 
automation. The people will decide how fast 
and in what ways they wish to raise their 
standard of living. 

Tho Adopfera of Now Products 

The rate of adoption of new products has 
been studied by business research organiza¬ 
tions and others. Some of the most illumina¬ 
ting studies have been made by rural sociolo¬ 
gists concerned with improving farming prac¬ 
tices and increasing agricultural productivity. 
They studied the adoption of new pesticides, 
new farm equipment, new fertilizers, new 
seed varieties, and new home practices such 
as the use of synthetic fabrics. Their findings 
have significance for advertisers and others 
who are interested in bringing about the adop¬ 
tion of new products and services. Researches 
indicate that members of the different cate¬ 
gories tend to have the following charac¬ 
teristics: 
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TAiLl 27.1 

ADOPTER CATEGORIES 

Researchers took the data from a number of inde¬ 
pendent studies of new product adoption by farmers. 
They divided people into groups according to time 
of adoption* and then studied each group. These were 
the groups they distinguished and studied. 

Cumulative 

People Adopting Total Adopting 

First 2.5% innovators 2.5% 

Next 13.5 early adopters 16.0 

Next 34.0 early majority 50.0 

Next 34.0 late majority 84.0 

Last 16.0 laggards 100.0 

* .Statisticians will note that for convenience in 
making comparative studies, the researchers used 
standard deviations of a normal distribution to estab¬ 
lish the percentage breaks between categories. People 
who fell within one standard deviation above the 


Innovators, the first people to adopt new 
products, are likely to be well educated and 
often come from well-established families. 
They have more risk capital and can afford to 
take calculated risks. Their sources of infor¬ 
mation transcend the local community. They 
frequently have friends at a considerable dis¬ 
tance. They turn to scientists for information. 
They are likely to belong to organizations at 
the state, regional, or national levels. Interest¬ 
ingly, they are respected by people in their 
own community for their success, but they 

mean were considered in the early majority; people 
who were between one and two standard deviations 
above the mean were classified as early adopters. 
Similarly, people within one standard deviation be¬ 
low the mean were classified as late majority, etc. 


ADVERTISING 


538 

are not used as sources of information by their 
neighbors to the extent that other adopter 
categories are used. 

Early adopters, the second group to adopt 
the new product, have smaller operations and 
less risk capital than innovators. Their educa¬ 
tion is above average. They are younger than 
most of the people studied. Early adopters 
watch the innovators, and when the success 
of a product is reasonably assured, they try 
it. They are respected as good sources of 
information and hold a disproportionate num¬ 
ber of the leadership positions in the formal 
organizations of the community. They take 
more magazines and journals than people who 
adopt later, but they do not take so many as 
the innovators. 

The early majority are slightly above aver¬ 
age in age and education. They have medium- 
high social and economic status. These people 
belong to formal organizations but are likely 
to be active members rather than leaders. 
They take fewer magazines and journals than 
the early adopters but more than the late 
adopters. They rely more on informal sources 
of information than the early adopters do. 
When these people begin to adopt, a great 


many other people tend to follow their ex¬ 
ample. They are looked to as informal leaders 
and informal sources of information by many 
other people of the community. 

The late majority have less education and 
are above average in age. They do not belong 
to so many formal organizations and have 
fewer lines of communication outside their 
immediate neighborhoods. They take fewer 
magazines and rely heavily on informal 
sources of information and influence. They 
participate in fewer activities outside their 
community. 

The laggards are the last of those who do 
adopt a new idea. They have the least educa¬ 
tion and are the oldest. They take fewer 
magazines. They are very closely oriented to 
their immediate neighborhood. They partici¬ 
pate least in formal organizations and may 
even be suspicious of those who offer new 
ideas. 

Obviously, these categories and descriptions 
would vary somewhat for entirely different 
products. Psychological as well as economic 
factors have to be considered. Some never 
adopt a new product which the majority of 
the possible users do adopt. 


TA8LI 27.2 

SOURCES OF INFORMATION AT EACH STAGE IN THE ADOPTION OF ANTIBIOTICS 
(Condonted Table) 


Categorized 
Source of 


Information 

Awareness 

Information 

Application 

Trial 

Adoption 

Mass media 1 

49% 

JS% 

16% 

3% 

Agriculture agency* 

19 

18 

12 

7 


Informal sources* 

8 

14 

21 

13 

1% 

Commercial sources 4 

24 

33 

50 

67 

Self 5 




3 

94 

No response 



1 

7 

5 


100 

loo 

100 

100 

100 


* Mass media are farm magazines, farm papers, newspapers, radio, and television. 

* Agricultural agencies are direct contact with the state university, extension service, or county 
agent; college bulletins; high school vocational agriculture; adult evening classes; 4-H clubs, etc. 

* Informal sources include relatives, friends, neighbors, etc. 

4 Commercial sources include feed dealers, salesmen, printed directions on containers, commercial 
circulars, etc. 

5 Self includes responses such as “My own experience" and "My own trial.” 

Source: George M. Beal and Everett M. Rogers, The Adoption of Two Farm Practices in a Central 
Iowa Community, Special Report No. 26, Agricultural and Home Economics Experiment Station, 
Iowa State University of Science and Technology, Ames, Iowa, June, 1960. 
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INNOVATORS 


EARLY ADOPTERS 


EARLY MAJORITY 



Largo (arm Younger 

High status Higher o^caUoo 

Active m community More" formal 

Extra-community participation 

on tracts More co-op ar 

Formal govt- agency 

Informal programs 

Information More papers. 

College-direct and bulletin* 

Ag. agencies 
Not named as source 
of information by 
other farmers 


MAJORITY 


More co-op and 
govt, agency 
programs 
More papers, mags 


Slightly above average Less 2 education 
Older 

Edacatioo Less-> — 

-srrwar .m*- 

■ J|i| 


— . 




refors to significantly more than categories that follow 
. older, fewer refer to significantly differentT^ T^Tvfou* categories. 


NONADOPTERS 


Less edjcation 
(Vdrr 



Awareness 

Knows about It; 
lacks details 


1. Mass media: 
Radio TV. news¬ 
paper* map lines 

2. Govt, apncles: 
Extension *«C. 
*•■• •*«. 

J. Neighbor* friends 
4. Sales me* dealers 



Develop. I Merest, 
plhert general In¬ 
formation and facts 

1. Mass media 

2. Govt, apncles 

3. Neighbor* friends 

4. Saleeme* dealers 


Evaluation 

Mental total; application 
to personal siWstien: 
Can I do ll» 

1. Neighbors, friends 

2. Govt, agencies 

3. Mss. media 

4. Salesmen dealers 


Trial 

Small-scale, 
caperimental use: 
satisfaction 

1. Neighbor* friends 

2. Govt, apncles 

3. Mass media 

4. Salesmen, dealers 


Adoption 

Large-scale, 
continued use; 
satisfaction 

». Neighbor, friends 

2. Govt, apncles 

3. Mass media 

4. Salesmen dealers 


The “diffusion process” in the adoption of 
new products and ideas has been studied by 
several researchers, particularly by George M. 
Beal and Joe M. Bohlen. They as well as 
others* have listed five stages in the mental 
process: 

1. Awareness. The individual becomes 
aware of a new idea or product such as 
hybrid seed corn, but he lacks informa¬ 
tion concerning it. 

2. Interest. The individual wants to know 
more about the idea or product: what it 

is, how it works, and its potentialities. 

3. Evaluation. The individual makes a 
mental trial. He applies the information 
learned in the previous stage to his 
situation by asking himself: “Can I do 

it, and if I do, will it be better than what 
I am doing now?” 


4. Trial. He decides that the idea has pos¬ 
sibilities for him and he makes a small- 
scale experimental application. In this 
stage, he needs specific information 
which answers his questions: “How do 
I do it; how much do I use; how can I 
make it work best for me?” 

5. Adoption. The final stage is character¬ 
ized by large-scale, continued use of the 
idea. He accepts the idea as good and he 
intends to use it in his on-going program. 

Individuals go through the process at differ¬ 
ent rates. The rate is influenced by the com¬ 
plexity of the process and the psychological 
characteristics of the individual as indicated 
by his place in the innovator-nonadoption 
curve. 

The diffusion process that takes place in 
the gradual adoption of new products by 
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farmers can also be observed among con¬ 
sumers of nonfarm products. When only a 
few innovating housewives in a block or social 
group have a new appliance such as an air- 
conditioning unit, most nearby women do not 
sense any special pressure to buy it. Later, as 
more and more adjacent housewives buy and 
talk about the appliance, the pressure on the 
laggards increases. 

Interpersonal influences in the adoption of 
certain new products vary with the influences 
of opinion leaders in the community. A 
woman, for example, may be a channel of 
information and advice to other people in 
regard to fashion products but not in regard 
to grocery purchases or movies. Fashion 
opinion leaders are likely to be unmarried. 
Grocery purchase leaders are likely to be 
housewives who have a large family. Of 
course, the leaders in any one area of purchas¬ 
ing and influence are more likely than non¬ 
leaders to read advertising in the line of their 
specialized interests. 3 

The Tattemakera—The " High MobiUs " 

Opinion Research Corporation, Princeton, 
New Jersey, studied people who set trends in 
the buying of 160 products and services. 
These "pioneers” were found to have certain 
distinguishing characteristics. When 105 
households were studied and the findings 
checked against a seven-point "mobility 
scale,” a concept of change as "perhaps the 
common denominator” of American culture 
was evident. This tastemaker theory was 
expressed in the hypothesis: 

"The central thread of our modern society 
is mobility. The leadership elite is that group 
of people who possess this quality in greater 
degree than do other people.” That group is 
made up of what may be called the "High 
Mobiles” (27 per cent). In relation to the rest 
of our society: 

They travel more and change residence more 
often. 

They show more movement through the oc¬ 
cupational structure. 


They are more likely to change their economic 
status. 

They associate with a wider variety of people 
of different types. 

They move through more educational levels 
and institutions. 

They move through more intellectual influ¬ 
ences. 

They are more selective and variable in their 
politics. 

In these various dimensions, they have moved 
a greater distance from their family of birth. 

The High Mobile group move around 
mentally as well as physically. They continue 
to learn, change jobs, earn more money, make 
new friends, and push education for their 
children. They travel more than most and do 
not depend on kinfolk for companionship. 

Mobility was compared with buying habits, 
recorded current usage and first-year usage of 
the 160 products and services. 

The High Mobiles, it was found, were first 
to use credit cards, electric blankets, frozen 
soups, low-calorie beverages, wild rice (exotic 
to the Jerseyites who were being studied in 
this project), hi-fi, foreign cars, and clothes 
driers. They were disproportionately high 
early users of freezers, colored sheets, and 
blenders. 

Among the 105 families queried, the High 
Mobiles accounted for 100 per cent of the 
purchases of stereo equipment from 1945 
until about 1956, when other households 
began buying such equipment. By 1958 the 
High Mobiles’ share of this market had 
dropped to only 57 per cent while the other 
families represented 43 per cent of the market. 

In most instances the High Mobiles led 
the Mediums and Lows in adopting new 
products and services, but not all the 160 
items studied conformed consistently to the 
pattern of High Mobile predominance in the 
early stages of the market’s growth. The 
family-centered "Low Mobiles” were first to 
fill their kitchens with copper pots and pans 
and all classes adopted aluminum foil at about 
the same time. 

Opinion Research believes that traditional 
methods of market forecasting—through 
study of upper-income groups, highly edu- 
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cated, younger generation, suburbanites, 
etc.—do not meet today’s needs. Such studies 
give a static picture and “tell nothing about 
the moving process of change which explains 
and helps predict the individual’s changing 
tastes.” 

High Mobiles, with their open-mindedness, 
are quick to try the new. Where they lead, 
others tend to follow. Opinion Research Cor¬ 
poration believed that if, in the 1950’s Detroit 
had watched the High Mobiles, it could have 
saved itself grief. When it saw that one per 
cent of the new-car market was going to for¬ 
eign cars, the automotive manufacturers 
should have recognized “that the one per cent 
was a bellwether, a red flag. For the buyers 
were not ordinary people. They were High 
Mobiles, the leadership elite for change.” 4 

The Advertising " Target •• 

Numerous surveys are made of consumers 
by government bureaus, media owners, and 
advertising agencies. Most surveys deal with 
demographic factors—vital statistics concern¬ 
ing age, income, education, and geographical 
distribution of consumers. Data from these 
and other sources are used to estimate mar¬ 
kets and to set up marketing programs. When 
these objectives have been determined, the 
advertising and communication targets are 
chosen. This means that when a knowledge¬ 
able student looks at (or hears) an advertise¬ 


ment, he asks himself: “To whom is the ad 
directed?” To test this principle, examine 
some magazine advertisements or television 
commercials. Try to identify the class of peo¬ 
ple whom the advertiser has chosen as his 
prospects for purchase. In some instances, the 
advertiser may be trying to advertise his 
electrical appliances, for example, to all house¬ 
wives. More perceptive analysis may indicate 
that he is really directing his advertising to 
rather definite groups such as newly mar¬ 
ried couples, employed women, low-income 
families, or others. If the advertising has been 
properly planned, the group can be identified 
by the kind of art work, the characters in 
the illustrations, or the style and content of 
the copy. Sometimes, too, the group chosen 
can be recognized by the kind of television 
show that carries the commercial. 

The Appeal 

Researchers in advertising who have made 
studies of the relative importance of various 
factors such as long copy versus short copy, 
big pictures or little pictures or no pictures at 
all, charts and diagrams as an accompaniment 
of other pictures or used alone, and testi¬ 
monial versus reason-why seem to agree that 
none of them is so important as the appeal or 
theme. The appeal is the dominant idea which 
is supposed to arouse a dormant desire in the 
mind of the prospect and stimulate him to 
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fob/*i it chorted at index 100. bated on 
ftporlt o I family purchases sec wed from the 
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also suggests a long-term goal of making 
better customers out of other families. Chon 
and caption from Allred R. Oxenleldl and 
Carroll Swan. Management of the Advertising 
Function, Wadsworth Publishing Company. 
Inc., Belmont. Calif. Copyright 1964 by Wads- 
worlh Publishing Company, Inc., Belmont. 
Calif. Data by Market Research Corporation of 
America. 
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purchase the product. The appeal is far more 
important than type face, illustration, or 
headline. 

One would expect the theme or appeal to 
be the one great influence in causing us to be 
affected by the advertisement. Hand a page 
of closely typewritten material, haphazardly 
arranged, to a group of people and ask them 
to look it over. If the names of the readers 
are among the words on the list, it is easier 
for them to find their own names than to find 
the names of strangers. Twenty-eight adults 
were used in such an experiment to find out 
how long it would take each person to find 
his name on a page of closely typewritten 
material. Each person’s name appeared five 
times in the copy. An examiner timed the sub¬ 
ject with a stop-watch while the subject 
looked for and underlined his own name five 
times. Then the subject or person who had 
found his own name was asked to find the 
name of a stranger in the same copy. The 


An example of an effective appool. This headline was 
RfH vsed by ils author. lack Cornelius. of Ballon. Borton. 
Dvrstine & Osborn, lor o Community Chest compoign in 
1936. Il has been o perennial lovorile in later campaigns. 


stranger’s name also appeared in five places 
in the copy and had to be underlined five 
times. Accurate records were kept for each 
name, and it was found that the average 
length of time required for each of twenty- 
eight persons to find his own name was 72.6 
seconds. For these persons to find the names 
of strangers required 103.7 seconds, or 43 per 
cent longer. 

A theme or appeal in advertising is any 
idea used by an advertiser when he seeks to 
influence people of the particular class who 
are logical prospects for his product or serv¬ 
ice. The advertiser does not seek to reach 
everyone with his message. Even though the 
advertiser sells a so-called mass product such 
as soap or food, he has narrowed his choice of 
appeals to the particular class or classes of 
people who are apt to buy his soap or food. 
The advertiser thinks of his advertising ap¬ 
peal as a selective device which is designed to 
be attractive to his prospects; not to all per¬ 
sons. He has defined his market by means of 
motivation research or the use of some other 
technique such as the analysis of sales records, 
coupon returns, questionnaires, or interviews 
with consumers. 

Mow tho Appeal Affoctt the Reader 

Psychologically, an appeal is a very com¬ 
plex set of influences in the life of a reader or 
hearer of advertising. A prospect’s actions are 
greatly influenced by his own inner needs and 
desires, particularly in the promise of satis¬ 
faction of his needs. An analysis of the 
reader’s mental activity when he sees an 
advertisement would reveal the memories that 
it arouses, the pleasant and unpleasant feel¬ 
ings, associations, and thoughts of the pos¬ 
sibility of satisfaction. Depth interviews 
uncover numerous unsuspected psychological 
responses on the part of the reader, responses 
that are difficult to measure by ordinary 
questioning. Dichter, for example, found in a 
study in the field of deodorants that: 

...The appeal of social acceptance and safety 
is valid only for a small group of women. A much 
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greater proportion considered such goals as much 
too far removed. What interested them more 
than anything else was to be able to like them¬ 
selves, to feel clean, to consider themselves smart 
beauty technicians. 

Very often in determining advertising cam¬ 
paigns, the advertiser makes the mistake of 
thinking that death, romance, fear or hope are 
valid and powerful appeals. This is a lay view 
of psychological facts. Actually the fear of be¬ 
ing embarrassed or of having to consider one¬ 
self a failure far outweighs the power of such 
grandiose concepts as romance, love, death or 
happiness. 

It can be shown again and again that the pure 
recital of technical claims about a product leaves 
the reader cold and does not arouse the emo¬ 
tions necessary to make him change to a new 
product.... 

In functional psychological research we distin¬ 
guish between symptoms expressing the super¬ 
ficial rational explanations of an action and the 
real, deeper reasons which form the emotional 
basis of such actions, and are connected with the 
functional role a product plays in the users 
life.... 

Every time a reader views an advertisement 
three successive steps are set in motion: (o) an 
attempt to get into the advertisement, ( b) a 
registering of the psychological effects and ( c) 
a registering of the commercial effects of the 
advertisement. 

a) Ways of getting into the advertisement. 

A reader viewing an advertisement for the first 
time tries to enter it by various means. Either 
he abandons the attempt after a few seconds of 
casual observation, or he is caught by tho ad¬ 
vertisement. 

Among the various processes which help him 
into an advertisement are these, identifying, 
being curious, arguing, accepting, rejecting, ex¬ 
cluding, memorizing, dissecting, assembling, and 
emotionalizing—feeling pity, hatred, love, sym¬ 
pathy, and so forth. 

The channels enabling the reader to enter the 
advertisement can be grouped into two large 
classifications: emotional and intellectual forms 
of immediate reactions. 

An emotional entrance would be signified by: 
"I’m glad they’re not talking about me," or "I 
hate that darn stuff." 

That an intellectual process has taken place 
\vould be indicated by the exclamation: “Gee 
that's an interesting story!” or, “I’m curious to 
find out what this machine does." 

b) Ways of registering the psychological effects 
of an advertisement. An advertisement may leave 
the reader with any of a number of possible 


gratifications: “I feel relieved," “I’ve learned 
something new," “I feel sure of myself,” “My 
curiosity has been satisfied,” or "It makes me 
feel that I’m smart.”... 

What might be considered a well-planned 
advertisement can have negative psychological 
effects if one is not conscious of the mechan¬ 
isms stimulated by it. This was the case in a 
study for a well-known reducing remedy. Al¬ 
though women accepted the desirability of slim¬ 
ness, they rejected the advertisement and the 
product. Investigation showed that the stout 
women featured in the “before" half of the 
"before and after" routine were too extreme to 
be accepted by the readers. Their reaction to the 
picture was, "That’s not me," and “I don’t look 
that bad." The effectiveness of the ad was lost 
because of this psychological blunder. 

c) Ways of registering the commercial effects 
of an advertisement. The real commercial effects 
of an advertisement are difficult to ascertain 
solely in terms of actual sales.... 

The only real test of an advertisement’s effec¬ 
tiveness is a knowledge of the thoughts, associa¬ 
tions. and mental images produced in the reader. 
In concrete terms each purchasing act is really 
the result of a mental rehearsal for buying. A 
shoe advertisement, for example, is successful if 
at some point the reader reacts with the thought, 
"I imagine myself trying on the shoes." Similarly, 
an airline advertisement produced a desirable 
commercial effect because it provoked such as¬ 
sociations as "I’m daydreaming. I visualize my¬ 
self sitting in a plane and I’m proud of myself," 
or "I see myself getting into a plane." 

In other words, the closer any advertisement 
comes to producing thoughts which have the ap¬ 
pearance of a purchasing act or which rehearse 
use of the product, the higher the commercial 
value of the effect of the advertisement.... 

An advertising program, brilliantly conceived 
and executed from a technical viewpoint, may 
miss completely if it neglects to control the psy¬ 
chological effects. The intangible implications of 
an advertisement often are more significant than 
its actual content. No item of merchandise is 
ever sold unless a psychological need exists which 
it satisfies. In other words, the actual mer¬ 
chandise is secondary. 5 

Appeals That Have Been Found Effective 

The experienced advertising man who plans 
a campaign looks for the dominant idea that 
will appeal to the consumer classes whom he 
can reach by means of media available to 
him. He wants to find out what can be said 
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that will answer the needs of prospects. When 
we study the progression of appeals of ad¬ 
vertisements and sales talks, we find import¬ 
ant changes made to increase their effective¬ 
ness. Let us note a few examples. 

1. In the past, manufacturers of shoes as¬ 
sumed that readers of their advertising were 
most interested in style, price, construction of 
shoe, details about fancy punching, and so on. 
However, one shoe manufacturer conducted a 
survey of 5,000 men and found that when 
they were asked what they liked about the 
shoes they were wearing, 42 per cent replied 
“fit and feel" or some equivalent; 32 per cent 
said "wear and tear"; 16 per cent said “style 
and looks”; 9 per cent said “price and value.” 
The manufacturer changed his advertising 
accordingly, using themes such as "Walk- 
Fitted," and benefited by the change. 

2. One candy manufacturer found that 
when he advertised the quality of his candy 
and made reference to its excellence he did 
not sell so much as when he changed his 
appeal to that of buying his brand as a gift. 
He discovered that the bulk of his business 
came from men who buy candy to take home 
to their wives and daughters and from young 
men who buy it for girls. Price as an appeal 
was not so important a consideration as the 
appropriateness of the article for gift pur¬ 
poses. 

3. The maker of a game, well-known to the 
public, devoted his sales and advertising mes¬ 
sages to the story of the pleasure his game 
would yield to the family circle. His advertise¬ 
ments usually pictured father and mother and 
the two children playing the game with 
happy smiles on their faces. His appeal for 
years was: "For Enjoyment.” Then, upon 
consulting a marketing specialist, the appeal 
was changed: “To Be Popular." With this 
appeal the players were pictured in a home 
which was the rendezvous of delighted friends. 
The response to the advertising doubled in 
sixty days and the sales of the game tripled. 

4. A certain insurance company found that 
in the advertising of accident insurance the 
note of protection to loved ones was not 


nearly so effective as some other appeals, such 
as the low price of the insurance of this sort. 
The best-paying advertisement they had was 
one headed "Three Cents a Day," which 
explained how many thousands of dollars of 
protection this small expenditure would bring. 

5. One of the most interesting records of 
appeal effectiveness occurred in the advertis¬ 
ing of “Dr. Eliot’s Five-Foot Shelf of Books.” 
Charles W. Eliot, president emeritus of Har¬ 
vard University, made a famous remark in 
1909 to the effect that an individual could 
acquire the equivalent of a liberal education 
by devoting fifteen minutes every day to the 
study of great literature. 

The basic appeal in the advertising of these 
books has been to "get ahead”—to grow. The 
self-improvement theme has been supple¬ 
mented with appeals to the reader’s desires 
for self-confidence. One insertion, captioned 
"How to get rid of an inferiority complex,” 
was used with success for several decades. 

These five examples from literature in the 
field of advertising illustrate the reason why 
advertisers and salesmen seek a keynote or 
theme that will touch off the spark of interest 
in the prospect. The history of advertising 
reveals many examples of appeals, both in¬ 
effective and effective ones. Until recently, 
psychologists often analyzed instincts as pos¬ 
sible sources of effective appeals. Today we 
no longer study lists of instincts and reflexes 
in the quest for effective appeals, because 
instincts and reflexes usually have been 
analyzed by means of armchair or laboratory 
methods only. The modern marketing analyst 
does not bother with such obsolete approaches 
to the choice of appeal. He uses better tech¬ 
niques to bring about reader (viewer) in¬ 
volvement. When a creative advertising man 
plans the appeal of a print advertisement or 
a television commercial, he asks himself: 
"How can I bring about personal involvement 
on the part of the consumer?” Involvement 
can be brought about by describing a typical 
problem and a solution, by picturing a nostal¬ 
gic scene, showing a photograph of an admired 
character, by offering opportunity for a re- 
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ward, presenting a challenge, and many other 
techniques. 

The director of research of a farm publica¬ 
tion found that when advertising farm equip¬ 
ment, a picture of the kind of farmer, 
preferably by name, who represented the 
reader was most effective. “In Iowa, a good 
hog picture will out-pull a picture of the 
president of the company any time. Throw in 
a picture of the president’s pretty daughter 
too, and the hog will still win.” 6 

The same principle applies to the lower 
income and blue-collar workers’ wives. Ad¬ 
vertisements least attractive to women of the 
so-called working class are those which stress 
motives of the status-seeking varieties. Ad¬ 
vertisements that show women attired in 
mink have little appeal—they do not aspire 
to become members of that social class. 

Research studies of television commercials 
have shown the importance of creating a 
situation into which the viewer can spon¬ 
taneously project himself. Some commercials 
offer no opportunity for the viewer to identify 
himself with any person or situation portrayed 
on the screen. This, of course, is one of the 
important factors in some of our adverse reac¬ 
tions to certain television commercials. Televi¬ 
sion advertising is so expensive that to be 
economically acceptable to the advertiser, it 
must attract huge audiences. The fact that 
it uses many appeals that attract very large 
numbers of people, also brings about criticisms 
from those persons who want something a 
little different from what everyone else is 
getting. It is a great mass medium but the 
more it attracts the masses, the more it 
irritates those viewers who feel that they 
cannot escape from the advertising sections 
they dislike—in print media the reader can 
turn the page and ignore the advertisement 
that is obnoxious to him. 

The lllustrafion 

In most cases, the noteworthy part of the 
advertisement is the illustration. Most people 
are pictorially minded. Picture shows are far 
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more attractive than lectures. Pictures were 
our first written language. They attract and 
hold attention more readily than cold words. 
One of the most common problems of the 
advertiser who uses an illustration is its rel¬ 
evancy to the product advertised. A picture 
of a beautiful woman on a calendar attracts 
attention to the calendar, but it may not 
attract attention to the product. 

Mark Wiseman studied many readership 
reports, covering thousands of advertisements, 
and listed the kinds of pictures most interest¬ 
ing to men and to women. At the head of the 
list for men was “men” and at the head of the 
list for women was “women.” A part of his 
explanation follows: 

The reason is not that each sex is not inter¬ 
ested in pictures of the other but that the sex of 
the sole or dominant figure in a picture is a 
symbolic selector: a signal to the reader that the 
advertisement is directed to one sex and not the 
other. Men are rarely interested in an advertise¬ 
ment which they think is meant for women, and 
vice versa, although a larger proportion of 
women will observe and read a man’s advertise¬ 
ment than the other way around. If you use the 
wrong sex in a picture, you risk missing or mis¬ 
leading your audience. 

In a women's advertisement don’t use pic¬ 
tures of combat or adventure; don’t use dia¬ 
grams unless they are very simple and easy to 
understand; don’t use sports scenes unless the 
chief figure is a woman; don’t use mechanical 
equipment unless you show it in use by a woman 
or in relation to a woman’s job; don’t use 
animals which women might fear or dislike. 

The kinds of pictures most interesting to 
women are those containing domestic scenes, 
foods in full color, babies or small children, 
women’s apparel, decorative details (room furni¬ 
ture, floor coverings, table settings, boudoir ac¬ 
cessories). If you use a picture of a woman, give 
her an interesting coiffure, one or more pieces of 
jewelry, an unusual dress, and a background- 
women love details. Be sparing of cartoons—if 
you use them, be sure they are easy to "get” and 
do not ridicule women. If you use before-and- 
after pictures (before using and after using), 
make them credible—don’t let them arouse sus¬ 
picion that they are faked or doctored. 7 

Data concerning interests in pictures fluc¬ 
tuates from year to year, depending upon the 
topics of current interest to the public. In 
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wartime, for example, pictures of pretty girls 
are of less interest than army and aviation 
subjects. Human interest and crime pictures 
get high attention at all times and from both 
sexes. 

People enjoy both the real and the ideal. 
Readers of advertisements prefer to see a 
product in pleasant surroundings, appropriate 
to the theme of the advertisement. Generally, 
people like to imagine themselves in ideal 
rather than realistic situations. In a study of 
readers’ habits in reading women’s magazines, 
it was found that women preferred to read 
two kinds of magazine articles: those that 
dealt with specific household tasks in terms 
of “how to do it” and those that presented 
colorful idealistic home settings, the more 
highly imaginative the better for reader in¬ 
terest. 

An illustration of the “before-and-after” use 
of an advertised product must be used with 
discretion. When used for cosmetics, a woman 
usually reacts adversely to illustrations that 
show her as she really looks. She may admit it 
to herself but she does not want the ad¬ 
vertiser to tell her so. Advertisers of cosmetics 
have learned that their products are ad¬ 
vertised most effectively by picturing only the 
attractive after-use results. However, more 
than happy results should be pictured. Good 
advertising also appeals to the reader’s self- 
interest and explains why it is to his advan¬ 
tage to spend his money. 

Of course the type of art work and subject 
used in an illustration is greatly influenced by 
the product advertised and the purpose of the 
advertisement. A product such as linoleum or 
a carpet requires illustrations that are attrac¬ 
tive and in color. 

Copy 

As previously stated, the dominant factor 
in successful advertising is not the layout, 
illustration, color, or size of the advertise¬ 
ment, but the character of the copy itself. 
The success of an advertisement is determined 
by the manner in which its central theme or 


idea identifies the product with some current 
desire, irritation, problem, or habit on the 
part of a portion of the buying public. “Stop 
those runs in stockings,” for example, iden¬ 
tified Lux soap with current irritations toward 
runs in stockings. 

Copywriting is an art, and, like most arts, 
its effects depend upon the creative skill of 
the artist. Furthermore, an art has few in¬ 
variable rules. However, the right combina¬ 
tion of words and ideas can double a five per 
cent “Read Most” readership rating. This 
means, in some instances, that as many as a 
million readers are added at no extra cost to 
the advertiser. In spite of the difficulty in 
writing in terms of rules, we can note the 
findings of some of the most significant re¬ 
searches on copy. One finding from several 
studies in regard to copy indicates that effec¬ 
tive copy is informative. 

Charles M. Edwards, Jr., made a seven-year 
study of the advertising of 72 retail stores. A 
total of 671 factors, including the kind of 
advertisement, sales results, weather, media, 
layout, illustration, headline, price and copy 
were considered. The characteristics of 
successful low-cost advertisements were con¬ 
trasted with unsuccessful high-cost advertise¬ 
ments. Edwards stated his most significant 
conclusions, in part, as follows: 

When we summarized the findings in each of 
our studies, we learned that no technique had 
always succeeded and no technique had always 
failed. We did discover conclusively, however, 
that certain techniques invariably succeed more 
often than they fail, while certain other tech¬ 
niques invariably fail more often than they suc¬ 
ceed. For example, we learned that an advertise¬ 
ment’s chance for success invariably increases as 
the number of pertinent merchandise facts in¬ 
cluded in the advertisement increases. The more 
you tell the more you sell! 

One store discovered, for instance, the follow¬ 
ing relationships between the number of mer¬ 
chandise facts included in its advertisements and 
the sales results of the advertisements. 

Of all the store’s advertisements that included 

4 or more merchandise facts. 44.2% succeeded. 

5 or more merchandise facts, 49.6% succeeded. 

6 or more merchandise facts, 57.7% succeeded. 
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7 or more merchandise facts, 60.0% succeeded. 

8 or more merchandise facts, 66.7% succeeded. 

The necessity of including all the pertinent 
merchandise facts does not mean, of course, that 
the mere cramming of all conceivable facts into 
an advertisement assures the success of the ad. 
It does mean that an imperative condition for 
the fullest success of an ad is the inclusion of all 
the essential merchandise facts—facts that the 
customer needs or wishes to know about a par¬ 
ticular article before she can or will buy it. 
Actually the character of the facts included is 
more important than the number of facts. When¬ 
ever a store omits from its advertisements any 
essential merchandise facts, it instantly reduces 
sales response. 

Per Cent 
of Ads 
That Faded 

Facts about appearance omitted (designs. 


colors, etc.) . 60.1 

Facts about composition omitted (materials, 

parts or pieces, etc.) . 58.0 

Facts about construction omitted (construc¬ 
tion, workmanship, etc.) . 56.5 

Facts about serviceability omitted (uses, 
benefits of use, etc.) . 56.1* 


Daniel Starch found evidence in several 
studies of the importance of copy being in¬ 
formative. He analyzed the copy treatment of 
the fifty least-read and fifty most-read ad¬ 
vertisements. After fifteen years of measuring 
the readership of magazine advertisements, 
during which period some two million inter¬ 
views were conducted, he selected 100 ad¬ 
vertisements from his readership records. 
Fifty were least read and fifty had been read 
most thoroughly by the largest number of 
people. 

The most-read advertisements had been 
read by as many as 30 to 35 per cent of the 
persons interviewed. This is a very high per¬ 
centage, since these advertisements contained 
400 to 500 words and some more than 
1 , 000 . 

An analysis of these 100 advertisements 
from the standpoint of copy treatment re¬ 
vealed that they fell into five general groups. 
Based upon copy approach, the subjects 
being: 

1. People. In these advertisements people were 
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the center of the illustration and text matter. 
Usually these persons were doing something or 
saying something. They were of three different 
types. There were living persons, often well- 
known. ... 

There were fictitious persons such as Little 
Lulu. Then there were persons with or without 
names but representing types, such as a father 
and son or a family group. 

2. "How to" do things. These advertisements 
told readers how to lay out a modem kitchen, 
launder silks, use tape, prepare certain recipes, 
or do other useful things. 

3. Striking events, facts, or statements. Ex¬ 
amples are "More Thousands Will Go to Rio by 
Clipper" and "4,300,000 Jobs to Do Today." 

4. Broad, general assertions. Examples: “Tavern 
Wax for Longer Lasting Luster" and "Orite 
Makes Rugs Look Lovelier, More Cheerful." 

5. Product. These advertisements made no use 
of persons or their actions. Examples are ad¬ 
vertisements that merely show a picture of the 
package or product, such as a cake of Fels 
Naptha soap in the wrapper with a headline 
"The Inside Story" or a large picture of a Van 
Heusen shirt and collar with a headline "Choose 
a Name You Can Trust.” 

Classifying these 100 advertisements in this 
manner, I derived the following results: 


50 Read 50 Read 


Type of Copy Treatment Most Least 

Advertisements about people. 29 10 

“How to" advertisements. IS 2 

Striking events, facts, or state¬ 
ments . 6 2 

Broad, general assertions . 0 4 

Advertisements about products as 
such . 0 32 


Of the SO advertisements read most, 58 per 
cent were about people in action, whereas among 
the advertisements least read, only 20 per cent 
were about people and in several of these cases 
the people were not in action. In the successful 
group none dealt merely with the product as 
such, without the use of people in action, whereas 
among the 50 least read; two-thirds were of this 
variety. 

In other words, the two groups of advertise¬ 
ments were exactly reversed in respect to their 
use of people in action and their dealing with the 
inert product as such. 9 


MEASURING THE EFFECTIVENESS 
OF AN ADVERTISEMENT 

When Kenneth Goode taught classes in ad¬ 
vertising at Columbia University, he showed 
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the students copies of eleven pairs of ad¬ 
vertisements whose effectiveness was known 
from actual use. Each member of the class 
decided which advertisement of each pair was 
the better one. The results were almost a 
matter of chance. Later, he changed his 
procedure with some classes by first giving 
them only two guiding principles for evaluat¬ 
ing the effectiveness of advertisements: 

"Don^ tell people how good you made your 
goods Tell them how good your goods make 
them!" 

"If your promise of a direct personal benefit 
as direct reward for your reader’s response 
comes later than the first subheading of your top 
title, maybe it will come too late!"... 

With these two vital fundamentals, that class 
thereafter not only voted wrong on fewer ad¬ 
vertisements. but fewer members voted wrong. 
Thus advantaged, in fact, instead of following 
earlier Columbia classes placing correctly any 
six or seven advertisements out of 11, it got all 
11 right but two! 10 

Psychologists and other researchers are 
seeking better methods of predicting the prob¬ 
able effectiveness of a proposed advertisement. 
Years ago, they conducted experiments with 
students as subjects in the laboratories. The 
results of such experiments had little or no 
value because laboratory situations did not 
approximate real life situations. 

Prompted-recognition Surveys of 
Readership 

The prompted-recognition, or aided-recall, 
method of studying advertisements has been 
used for many years by Daniel Starch and 
Staff, which has made available to agencies 
and others, the tabulated results of various 
studies of advertisement readership. 

The procedure is simple. Readers of a 
medium are interviewed and asked several 
questions, such as, “Did you see this ad?” 
“What product is advertised?” “Did you read 
the headline?” “Did you read the copy?” 
“How much of the copy did you read?” 

Since 1939, Starch surveys have given the 
results of the aided-recall test for all advertis¬ 
ing of one column or larger, appearing in 
leading magazines. 


From results obtained in the field surveys, 
the Starch organization compiles for adver¬ 
tisers and advertising agencies this advertising 
rating service. The service supplies percent¬ 
ages of visibility and readership of individual 
advertisements, includes computed costs per 
person for visibility and readership, and pro¬ 
vides percentages of readership of the com¬ 
ponent parts of each advertisement. 

The prompted-recognition method has cer¬ 
tain limitations. For example, some media are 
read for their news columns; others are only 
skimmed for personals. The thoroughness of 
reading varies considerably for different maga¬ 
zines and newspapers of the same general class 
of publications. 

For most national advertisers, it is more 
economical to buy the Starch reports than to 
attempt a checkup of readership independ¬ 
ently. Obviously, these reports are more in the 
nature of an audit of what has already been 
done than a guide to what should be done 
with a proposed advertisement, which is often 
the advertiser’s practical need. Furthermore, 
a measure of general reader interest may have 
little value for the advertising of a product 
that interests only a definite small class of 
consumers or the advertiser who seeks direct 
action from his copy. 

Predicting Effective™., of Advertise¬ 
ment. Previous to Extensive Use 

The marketing expert who believes that he 
can analyze an advertisement and predict by 
his subjective analysis the public’s response to 
that advertisement is a dangerous man. His 
estimate may be worth more than that of the 
girl at the switchboard in the office, but he 
is likely to be sadly mistaken if he continues 
to make predictions based on subjective analy¬ 
sis only. 

Consumers’ receptiveness to each advertise¬ 
ment of a series can be predicted by means of 
balanced schedules in daily newspapers or 
other inexpensive media. For example, some 
advertisers select six typical cities and run six 
different advertisements for one week in each 
city. The advertisements are so arranged that 
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every one of them is run in each of the six 
orders. For example, the six cities may be 
designated by letters A, B, C, D, E, and F. 
The advertisements may be designated as 1 
2, 3, 4, 5, and 6. A schedule of the test cam¬ 
paign might be arranged as follows: 


ABC 

1 2 3 

2 i 4 

i 4 5 

4 5 6 

5 6 1 

6 1 2 


D E F 

4 S 6 

5 6 1 

6 1 2 

1 2 i 

2 S 4 

S 4 S 


This kind of test prevents misjudgments 
because of unusual news events, weather, or 
the cumulative effects of preceding advertise¬ 
ments. Such a six-weeks’ method involves a 
great deal of time and it may be expensive, 
but it is a fairly safe way to predict the pub¬ 
lic’s reaction to the advertisements proposed 
for use in an advertising campaign. 


Split-run Testa 

When several advertisements are to be 
tested in order to predict their relative effec¬ 
tiveness, the conditions under which they are 
to be tested should be as nearly identical as 
possible. The split-run test supplies these 
conditions. 

The split-run test means that the publisher 
of the magazine or newspaper arranges the 
printing of the copies into two or more divi¬ 
sions. For example, an advertiser may want to 
know which one of three advertisements, A, 
B, or C is the most effective in drawing in¬ 
quiries. To answer the question, the publisher 
does the printing so that one third of the 
copies have advertisement A, the second third 
have B, and the last third have C. In the 
printing plant where the three streams of 
copies meet, a workman or a mechanical 
device alternates the copies of the several 
streams. This means that the three advertise¬ 
ments are of the same size, have the same 
position, appear on the same day, are read by 
the same classes of readers, and advertise the 
same product under directly comparable con¬ 
ditions. Any one factor such as the headline 


may be changed in order to test its several 
variations. 

Scores of newspapers and magazine pub¬ 
lishers are now equipped for and willing to 
help an advertiser make split-run tests. Alert 
advertisers have used this device to discover 
the most effective appeals, headlines, copy, 
illustrations, coupons, and other factors. The 
procedure is far more accurate in its predic¬ 
tions than the older laboratory method in 
which people are asked what they like or 
think they like. 

The split-run method is one of the most 
scientific tests available to the advertiser but 
it also has certain limitations. For example, 
some advertising campaigns must be planned 
to gradually build up a reputation for an 
article, a purpose for which the split-run test 
is not especially applicable. Also, split-run 
tests can be misleading when the circulation 
given each advertisement is not large enough 
to produce volumes of inquiries that are 
statistically significant. 

Split-run tests are more significant for the 
measuring of effectiveness of different appeals 
than for determining the most effective pres¬ 
entation of one appeal. A whole series of 
split-run tests on the presentation of a chosen 
appeal may reveal which presentation is best, 
but the best presentation may not sell the 
goods at a profit. 

The split-run test has not displaced all 
other methods of testing. Certain other tech¬ 
niques still have special values. 


Gallup and Robinion, Inc., Impact 
Technique 

Of the psychologists who have made notable 
contributions to measuring the effects of ad¬ 
vertising, Gallup and Robinson are outstand¬ 
ing. They, for example, developed the impact 
technique. This procedure enables researchers 
to determine objectively what consumers get 
out of advertisements. The impact method can 
be applied to any medium: television, radio, 
newspapers, magazines, and billboards. 

In an impact test for a magazine advertise¬ 
ment, the reader is required to recall an ad- 




Tachistoscope. The Burnett-designed tachistoscope is ujcd 
regularly so lhai both research people or>d creative people 
m the agency con find out how quickly a consumer might 
recognize an ,deo. picture, headline, or the eaenhol menage 
of o possible advertisement. 

The lest opporotos allows the advertisement to be visible 
to the respondent onl, in hashes of accurately controlled lengths 
ol time, storting w,th on exposure of one one-hundredth o I a 
second. The time period is groduolly increased until the con- 
sumer becomes oble to identify the bosic leolures ol Iho 
advertisement. 




Croup Discussion. A small group ol club women are inter- 
viewed by o stoh member regarding a rough pilot ol a 
television commercial shown m a bon at the end ol the loble. 
The one way mirror at the reor ol the room enables an 
observer ,n a control booth to heor and see the group interview 
in progress without being observed or known to the members 
of ihe group. 



Creative Research Workshops are operated by several advertising agencies, leo Burnett Co.. Chicago, lor 
example, operates a workshop whose function is to pre-test, through reseorch. the work ond ideas ol its 

creotive slot The mam purpose is to determine whether the advertising messogts under consideration are or 

con be communicoled satisfactorily to consumers 

Rough print advertisements, television ond rodio commercials, outdoor posters, packages, ond new products 
are pre tested. In the pre testing ol potential new television programs and commercials, electronic devices 
are used to meosure certain reactions ol consumers. Involuntary letlmgs. lor example, ore recorded by meons 
of o psychogalvanometer. This device measures chonges m blood pressure and respiration in Ihe manner ol o 
lie detector. A special lochisioscope. an apparatus that enables on examiner to show on advertisement or 
other stimulus to a respondent m Roshes of accurately controlled lengths ol lime, is used to meosure Ihe 
lime needed to communicate on idea or inlotmohon. 

For most tests, a sample ol 10 to 20 persons is used. An idea to be tested con be brought to the workshop 

by one ol the agency's creative men at K) o’cfoc* in the morning, and the results reported to him by 4 

o'clock ol the same day. These kinds ol pre-test services ore not always conclusive but are ol great value 
to the agency's creo'ive stall members. 

Source: "Burnett Men Get Fast Test Results vio Busy Creative Reseorch Workshop." Advertising Age, 
September 10. 1062. Copyright. 1062. by Advertising Publications. Inc. 
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Clark Leavitt, worth supervisor and hood oI the agency’s 
Creative kesearch Woikihop. looki through one-woy mirror 
whilt monitoring apporotus thol records the voluntary and 
involuntary reactions of a woman who it watch,ng and 
matting to a television program and commercloU. 




Television Pre-test. This woman is 
rating her reactions to a new television 
program with regular commercials. With 
her right hand, she uses on electronic 
"like-dislike" rohng unit fo give volun¬ 
tary opinions os the show progresses. Her 
mvoluntory reactions over fhe half-hour 
period olso ore recorded via the elec¬ 
trodes ottoched to two fingers of her left 
hand. 
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vertisement and “play back” the selling 
message with the magazine closed. A playback 
is simply the verbatim report, in the respond¬ 
ent’s own words, of everything he or she can 
remember about a particular advertisement. 
The playback is the end result of a series of 
probing questions about the advertisement. 

Readers have difficulty in playing back an 
advertisement which has made no impression 
upon them. If the advertisement actually has 
made a memorable impression on a person, 
then within a limited period after exposure 
he can recall the advertisement and play back 
its message. In the case of some advertise¬ 
ments, over 40 per cent of the readers of a 
magazine have been able to prove that they 
have seen the advertisement—and this with 
the magazine closed. In addition they have 
been able to play back the message the ad¬ 
vertiser told in his copy. No differences have 
been found among various educational groups 
in the ability to recall and play back a copy 
story. Readers with only a grade-school educa¬ 
tion play back as many advertisements as 
those with a college education. 

Gallup-Robinson researches indicate that 
the flow of ideas is greatest when communica¬ 
tion is rewarding to the reader or viewer, 
when statements or claims are validated, and 
when the reader or viewer is not required to 
perform mental work, like figuring out what 
analogies or coined phrases mean. 

Gallup has reported that effective advertis¬ 
ing is that which uses “not words or phrases, 
but ideas. Ideas distinguish more than any- 
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thing else the advertising that penetrates from 
that which does not get into the minds of 
people who read or hear it. Boast copy is of 
little value. Believable proof copy is the kind 
that sticks with people. Demonstrations are 
especially effective.... The gimmick-y ads 
usually don’t work. Gimmicks tend to get in 
the way of idea expression.” 11 

Impact studies are forcing a new concep¬ 
tion of advertising effectiveness—effectiveness 
which places emphasis upon ideas as opposed 
to advertising gadgetry. 

Advertising, to Some, It a 
"Scapegoat" Occupation 

Advertising as an occupation attracts crea¬ 
tive thinkers, men and women who like to 
choose themes, plan campaigns, and invent 
strategies for increasing the use of goods and 
services through effective communication with 
consumers. These creative workers believe in 
the benefits that come to more and more peo¬ 
ple as we learn to take advantage of our 
productive facilities. 

They recognize that to some extent “Madi¬ 
son Avenue’’ has displaced “Wall Street” as 
a convenient business image scapegoat for 
things that are wrong in our culture today. 
They also recognize that advertising in itself 
is not inherently good or bad but a com¬ 
munications tool. Its goodness or badness 
depends upon the ethical standards of the 
user. Properly used, it adds to man’s well 
being. 
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PROJECTS 


1. Alexander Hamilton Institute ran advertise¬ 
ments with the following headings: 

a. "Those Who Shy at Unpleasant Facts 
Should Not Read This Page." 

b. "Men Who Are Satisfied to Wait Ten Years 
for Success Will Find Nothing Interesting 
on This Page.” 

c. "Afraid to Face the Facts—Then Don’t 
Read This Page." 

d. "Men Who Know It All Are Not Invited 
to Read This Page." 

One of these pulled marvelous results. 
Select the one that pulled best. See Appendix, 
page 622 , for answer. 

2. One of the country’s most successful teachers 
of dancing said that he does not sell people 
dance study. He sells them what dancing will 
do for them, such as bring them popularity, 
health, charm, relaxation, or other benefits. 
A lawyer, for example, who buys the lessons 
does not "take lessons’’; he relaxes. Apply this 
principle to the advertising of a canned food, 
an automobile, a bank account, or a radio. 

3. James W. Young built a business of selling 
men’s ties through the use of split-run tests in 
Sunset magazine. For example, he tried three 
different headlines: (a) HAND WOVEN by 


the mountain people of New Mexico, (b) 
SHABBY HUSBAND made over—by my 
hand-woven ties, and (c) HUSBANDS LOVE 
my hand-woven ties (and you). The first out- 
pulled the others by a wide margin. Why? 

4. A split-run test in The New York Times 
Magazine for the sale of a popular-audience 
book tried two different appeals in the head¬ 
line. The headline "How to win friends and 
influence people" produced twice as many 
sales as "How to ruin your marriage in the 
quickest possible way." Why? 

5. Find an opportunity to observe one or more 
persons while they arc viewing television for 
at least four different programs. What do you 
notice about their attention to the broadcast? 
What do they do when the commercial comes 
on? 

6. Select several print advertisements for study 
in regard to the people to whom the advertis¬ 
ing is directed. Attach them to a brief report 
that lists the headlines. For each headline and 
ad, state the probable categories of adopters, 
mobiles, social class, age. education, income, 
and geographical areas which the advertiser 
appeared to have in his mind as the "target" 
for the advertising. 
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THE MAN WHO MADE THE 
BEST MOUSETRAP WAITS 
FOR THE WORID TO MAKE 
A BEATEN PATH TO HIS 
DOOR 



Cortoon by Nate Collier. Reproduced by special permission from The Salur• 
dOf Evening Potl, The Curia Publishing Compony. 











CHAPTER TWENTY-EIGHT 

COMMUNICATING WITH 
THE INDIVIDUAL CONSUMER 

—SALES M A NSHIP 


When several members of the National Sales Executives 
organization attended a sales convention in Europe, one of the world's leading statesmen 

also happened to attend some of the sessions. After he had 
listened to the speakers who told of American ingenuity and enterprise, he stated that 
he had always thought mass production was one of the secrets 
of America’s greatness. He realized, however, that other countries had mass production, 
too. At one time, he had assumed that the cause of our living standards 
could be attributed to our willingness to work hard and to our huge 
natural resources. Other countries, however, could boast of those, too. 
After listening to all the speakers at the convention, he believed that "he had 
finally discovered what really makes America great —we make people want things!” 1 
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Salesmanship, at its best, renders a service 
to consumers. It breaks us away from our 
ruts in living and induces us to adopt the new 
and better devices that modern technology 
has made available to us. 

The best selling is helpful selling. The way 
to sell is to serve as shown in the example 
that follows: 

“I get the greatest satisfaction out of selling 
because I feel that I am building a business for 
three people. They are my customer, my com¬ 
pany, and myself. And it's my customer who 
must benefit first. In other words, it is service, 
satisfaction and, of course, profitable sales on 
which I have always tried to build my volume. 
That’s why I got a lift the other day when one 
of my dealers said, 'You’ve really become a 
partner in my business,’ a more than ample re¬ 
turn for the long, uphill job I had in getting him 
started.” 2 

The Imago of Soiling at a Caroor 

Unfortunately, many people, particularly 
college students, do not credit selling as 
offering important social or economic con¬ 
tributions. 

In one survey of seniors, it was found that 
less than a fourth believe that aggressive 
selling is a principal factor in large-scale pro¬ 
duction and the high standard of living in this 
country. Instead, a large proportion think 
that our standard of living is a result of large- 
scale production only. “One-fourth judge that 
people would be as well or better off if there 
were fewer salesmen, and over half say that 
people would be as well or better off if there 
were fewer of some kinds of salesmen. Only 
about a fifth believe that the net effect of 
sales and advertising on consumers is to make 
them happier.” 

According to the largest proportion, stu¬ 
dents think that salesmen are insincere. Their 
respect for selling in general is impaired 
mainly by beliefs regarding sales ethics— 
“salesmen exaggerate, tell part truths, are 
insincere.” Over a fourth indicate that selling 
requires more compromise with the truth than 
some other kinds of jobs, but about 60 per 


cent say that some kinds of sales jobs do 
make such requirements. One-third believe 
that salesmanship is morally different from 
the persuading “which everyone does,” be¬ 
cause “the purpose is to influence.. .for the 
self-interest of the salesman and his em¬ 
ployer.” 2 

How do experienced salesmen view their 
job, its financial and personal satisfactions? 
The answers will, of course, vary with the 
kinds of salesmen who are interviewed. The 
beginners, the marginal producers, and those 
in transitory types of selling have lower 
opinions than those who do technical selling 
or have succeeded in selling as a career. 

A survey conducted by the Research Insti¬ 
tute of America among 10,000 salesmen in 
671 companies, representing 48 industries, 
indicated that 89 per cent of the respondents 
were satisfied with their occupation and that 
65 per cent felt they were being paid equi¬ 
tably. 4 As among members of any occupa¬ 
tional group, those individuals who have high 
intelligence and are interested in interpreting 
their work in terms of its larger meanings are 
those who perceive the salesman as an impor¬ 
tant person in moving goods into the hands 
of the consumer. 5 

Th« Need for Selling 

As mentioned previously (see pages 556- 
59), one of the most common fallacies in the 
thinking of many people is the assumption 
that people will buy what they need when 
they have the money to pay for it. They do 
in the case of elemental needs but not for 
discretionary spending items. Those, in most 
instances, must be sold. 

Anyone who imagines that people with 
money will buy everything that would enrich 
their lives need only make a very simple 
survey. Think, for a moment, of a high-income 
residential area of your own community. You 
probably know the main furnishings of at 
least a dozen homes. How many have a 
modern color television receiver? Most, pro¬ 
bably, have none, or at best only one or two 
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have a set. And yet, good color reception has 
been available for many years in most areas 
of the United States. The fact that the 
majority of well-to-do families could increase 
their enjoyment of several good television 
shows each week does not mean that all those 
families are rushing to dealers to buy new 
receivers. 

Consider the many people in cold climates 
who could sleep more comfortably if they had 
electric blankets on their beds. They get along 
with heavy blankets because no one has sold 
them on the benefits of the better ones. 

Think of the housewives who need better 
stoves in the kitchen or improved labor-saving 
automatic washers in the laundry. They get 
along with what they have now. Somebody 
will have to show them the benefits they can 
enjoy from the new appliances before they’ll 
change their habits. 

Visit several offices where typewriters are 
clicking. Chances are many of the typists are 
not using electric typewriters. No salesman 
has as yet made an effort to have the owner 
of the business modernize his equipment. 

Travel to other countries and observe all 
the obsolete backbreaking equipment that is 
in use to a far greater extent than here. Even 
though America has a higher percentage of 
venturesome consumers than most nations, 
we have so many slow-to-change people that 
constant selling is necessary to get them to 
adopt the better living that is available. 

Whenever we imagine that most Americans 
now are buying about all that they need, we 
should recognize that our annual sales for the 
material comforts of our citizens are smaller 
than we realize. In any one year it is probable 
that less than two per cent of our families 
move into a new house, less than five per 
cent buy a room air conditioner or an electric 
range; less than ten per cent buy an electric 
shaver, a washing machine, or paint for the 
house; and less than 25 per cent take a real 
vacation trip. 

The old concepts of selling as having the 
“peddler” and “pitchman” connotations are 
gradually decreasing. More emphasis is being 


placed on the modern salesman’s functions of 
customer counseling, sales promotional assis¬ 
tance, organizing dealers’ meetings, product 
service, and sales expense control. 

There was a time when each salesman who 
called on retailers tried to load the merchant 
with goods. The modern trend is for manufac¬ 
turers’ salesmen to show dealers the dollar 
value of low inventory. 

Selling It on Aspect of Marketing 

Today, the making and the marketing of 
goods are so interwoven they are being recog¬ 
nized as complementary parts of the produc¬ 
tive process. A product must be not only 
good but right from the consumer viewpoint. 
Production is not one thing and marketing 
another. More and more company manage¬ 
ments are dominated or influenced by mar¬ 
keting men because the typical company’s 
basic problem is not how to make the product 
but how to find or develop a market for the 
product. In this sense, marketing is broader 
than selling. It is a point of view for selling. 

The term “marketing” includes every activ¬ 
ity that has to do with the movement of 
goods from the point where they are produced 
to the point where they are consumed. As a 
study, it usually includes advertising, sales 
management, salesmanship, sales policies, 
foreign trade, pricing, product planning, and 
the analysis of products in regard to their 
present and potential customers. It seeks to 
discover where and how typical customers 
live, their habits and motivations, and their 
responsiveness to varying forms of marketing 
stimuli such as dealer displays and sales pro¬ 
cedures. 

The terms marketing and distribution have 
the same general meaning. Contrary to popu¬ 
lar conception, distribution is more than 
wholesaling and retailing. It is broader and 
more inclusive than selling. 

Marketing today includes numerous activ¬ 
ities that precede the production of a product 
as well as those that follow its production. 
Some of the marketing activities that precede 



380 


COMMUNICATING WITH THE INDIVIDUAL CONSUMER-SALESMANSHIP 


the decision to start production are research 
in consumer motivations, the study of indivi¬ 
dual choices, the search for and pretesting of 
ideas for new products or new uses, product 
planning, product testing, and the selection 
of distribution channels.* 

Most persons are acquainted with the com¬ 
mon method of distributing products through 
the channel: manufacturer to wholesaler to 
dealer to customer. There are, of course, many 
other channels of distribution such as those 
that involve direct mail selling and house-to- 
house canvassing. Discount houses have 
opened new forms of marketing, both whole¬ 
sale and retail. In the limited treatment of 
selling of this chapter, we shall offer psycho¬ 
logical aspects of only two kinds of selling: 
retail and industrial. When salesmen in these 
two fields of one manufacturer were studied, 
the data showed that they differ markedly 
in personality characteristics. The typical 
salesman who calls on industrial firms places 
heavy emphasis on ingenuity, inventiveness, 
and the exercise of his wits in the selling 
situation. His interest in technical and scien¬ 
tific problems is moderate. The typical sales¬ 
man who calls directly on retail dealers places 
heavy emphasis on hard work, planning, and 
persuading other people to his point of view 
or way of doing things. He has a high degree 
of orderliness. He rejects “thinking” jobs such 
as those related to the technical sciences. 6 
Those who do customer-contact selling in 
retail stores have distinguishing characteristics 
that differ from the above two classes as indi¬ 
cated by standard vocational interest tests. 


* The student who studies marketing will learn the 
meanings of the commonly used terms: wholesaler, 
distributor, and jobber. A "wholesaler" is a merchant 
middleman who sells to retailers and other merchants 
and/or to industrial, institutional, and commercial 
users but who does not sell in significant amounts to 
ultimate consumers. 

In the basic materials, semi-finished goods, and 
tool and machinery trades merchants of this type 
are commonly known as "dealers,” "distributors," or 
"supply houses.” "Distributor" is a term especially 
common in the appliance and automotive industries. 
The term "jobber” is now widely used as a synonym 
of wholesaler. 


Retail Selling Techniques 

Anyone who reads books and magazine 
articles on retail salesmanship is likely to 
find considerable evidence reported to show 
that the salesmanship in retailing is poor and 
that salespeople play a negative rather than 
a positive role. 

Each of 18 students of the merchandising de¬ 
partment of College of William and Mary (Nor¬ 
folk, Va.) was given $25 to spend in leading 
Norfolk stores recently. They were each to select 
and purchase an item that cost much less than 
$25. More important, they were prepared to buy 
additional items that were suggested by retail 
salespersons. Each student was eager to spend his 
entire $25. 

sad truth: "The students were able to spend 
only $122.54 out of a possible $450,” reports 
James E. Simmons, president, Hampton Roads 
Sales Executives Club. Total value of items 
selected by students was $77.59. 

Salespeople suggested additional items whose 
value totalled only $44.95. So students walked 
out of stores with $327.46 unspent! WE SAY: 
Shame on selling! 7 

Admittedly, some retail salespeople are 
incompetent and gain little satisfaction from 
their jobs. And some store managements are 
not seriously anxious to help their employees 
sell more effectively. Some store managements 
place greater dependence on low price, large 
stock, self-selection, and similar non-personal 
devices than on training the selling employees. 
Other managements follow the policy of also 
training and stimulating the sales personnel. 
Fortunately, many managements and sales¬ 
people are constantly improving their selling 
techniques. Several examples of effective tech¬ 
niques are offered here in order that emphasis 
may be given to the positive practices. 

In a sense, the employees are the most 
important sales attraction in a store. They, 
by their appearance and manner, help to build 
the store’s personality as well as perform the 
selling functions. 

In the more progressive stores, executives 
are given special training in the operating 
philosophy that good public relations begin 
with employees and that all employees are 
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human beings with intelligence and emotions. 
And they can learn helpful principles. 

Willard M. Thompson has reported a 
department store research study of how expert 
salespeople sell. Recordings were made of the 
ways a panel of SO expert salespeople actually 
sell. Their techniques were analyzed. As a 
result, an important definition of personal 
selling emerged: 

Personal selling in stores is not entirely 
focused, as current definitions imply, upon the 
objective of helping customers buy. It also serves 
the broader purpose of helping customers obtain 
maximum personal satisfaction for money spent * 

The Jewel Tea Company, Inc., conducted 
studies of its home-route services and analyzed 
the nature of personal selling largely in terms 
of time and duties. In the first study, success¬ 
ful salesmanship was viewed as a matter of 
spending a certain amount of time and fol¬ 
lowing prescribed steps with all customers. It 
was hoped men might be trained in “auto¬ 
matic selling.” Later, the objectives were 
changed because 

...motivational studies have taken a different 
point of view and looked on salesmanship pri¬ 
marily in terms of establishing and maintain¬ 
ing satisfactory salesman-customer relationships. 
Among other things, they investigated how the 
housewife felt about this kind of service. They 
considered her need to feel important, to feel 
that she was in control of the sales visit, and to 
feel that she was an efficient shopper; they took 
into account her fears of installment buying, the 
temptation to be extravagant, and the tendency 
for husbands to feel hostile toward route men. 

In the early study, the concept of selling was 
mechanistic and logical—in terms of procedures 
and products. The later studies used a concept 
that included the procedures and products but 
also emphasized the maintenance of relationships 
that would satisfy the needs and feelings of peo¬ 
ple. The results had important implications for 
selecting and training sales personnel as well as 
for planning supplementary promotional mate¬ 
rial.’ 

All types of salesmen can be trained and 
retail sales people can benefit from training 
but most efforts to train salesmen have been 
made for industrial salesmen. 


James Adams, who was instru¬ 
mental in creating the halo of en¬ 
joyments surrounding the Cadillac, 
stated that his method was to com¬ 
bine the dream and the rationality 
in each advertisement. “He utilized 
the symbols of success, aspiration, 
achievement, prestige, luxury—all the 
key meanings which Cadillac repre¬ 
sents. But he also gave the buyer 
several practical reasons. Ideally, the 
owner can feed on the dream, prob¬ 
ably at the never-stated level, while 
at the same time he knowingly talks 
about safety of construction or some 
other functional quality." 


Source: Pierre Martineau, Motivation in Advertising 
(New York: McGraw-Hill Book Company, 1957), 
p. 104. 

One important reason for the greater 
amount of training given to industrial than 
to retail salesmen is that the average cost of 
a sales call by an industrial salesman is some 
thirty dollars. It is this level of selling that is 
treated in the remainder of the chapter. 

The Communication Process In Selling 

The standardized or “canned” sales talk 
can be taught to salesmen by drilling them 
until they perform it satisfactorily. This kind 
of selling is not at all appropriate for low- 
pressure selling in which the prospect and the 
salesman communicate with each other. 

In this kind of high-level salesmanship, it 
is necessary to learn to sense the customer’s 
needs and wants. The salesman must not 
only be able to communicate his ideas and 
proposals to the prospect, but he must also 
develop the ability to understand what the 
prospect is attempting, explicitly and im¬ 
plicitly, to communicate to him. To perform 
effectively in this kind of two-way communi¬ 
cation in face-to-face situations, the sales¬ 
man needs a basic concept, a frame of refer- 
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ence, about human behavior. The adjust¬ 
ment concept as described in Chapters 2-8, 
or some equally helpful frame of reference, 
is essential. The skillful use of such a con¬ 
cept must, of course, be developed through 
years of experience in much the same man¬ 
ner as it is developed by the skilled clinician. 

Rules for the salesman’s behavior have 
little value for low-pressure selling. The devel¬ 
opment of psychological insight is far more 
valuable. John M. Frey has described the 
needs and methods of training salesmen in 
this kind of effective communication, in part, 
as follows: 

What should a salesman understand about the 
communication process that will help his selling 
efforts? He should understand what the process 
of communication entails; the complex social 
context in which it occurs; the difficulties that 
are likely to arise; the difference between state¬ 
ments of feeling and statements of content; the 
context in which words are spoken. Further, he 
should be aware that different people are bringing 
to each situation different assumptions, percep¬ 
tions. and feelings based on their personal experi¬ 
ence and "self” concept; that these assumptions, 
perceptions, and feelings are constantly interact¬ 
ing with his own, that he is intellectually, emo¬ 
tionally. and very personally involved in most 
situations; that recognition and acceptance of 
responsibility for this involvement are vital... 
sales trainers could well borrow a concept from 
the field of supervisory training: 

"We have to stop telling supervisors how they 
should behave and what their attitudes should 
be.... Let us remember that our new objective 
is to assist people in learning from their own 
experience. We are no longer trying to change 
them; we are giving them the opportunity to 
change themselves, if they wish, by reflecting 

upon and re-evaluating their own experiences_ 

We are not interpreting their own experience for 
them; we are not telling them our personal ex¬ 
perience. Instead, we are allowing them to ex¬ 
amine and re-evaluate their own experience .' M0 

Working within such a conceptual scheme, 
Rocthlisberger proposes three ways in which the 
trainer can facilitate the process of self-learning: 
(1) helping people to recognize the attitudes they 
bring to experience; ( 2 ) helping people to ask 
better questions of experience; and (3) provid¬ 
ing them with a useful way of thinking about 
matters of human behavior so that they can 
make better observations about themselves and 
their relations to others.... 


Role-Playing 

The most promising approach, I believe, cen¬ 
ters around the use of role-playing. This is 
essentially a self-explanatory term. In sales train¬ 
ing role-playing puts one man acting as a buyer, 
another as a salesman. Many variations arc pos¬ 
sible. For instance, the "buyer" can be told to 
act as he himself personally feels. Or he can be 
given a few basic “facts" about himself, or even 
a relatively complete characterization to portray. 
As for the "salesman," he can be given many, 
few. or no facts about the "buyer.” Each in¬ 
structor will naturally want to adopt the particu¬ 
lar variation that suits his own personal pre¬ 
ference and situation. 

To illustrate what a company can do with 
role-playing, here is the experience of a firm em¬ 
ploying a fairly large salesforce in a highly com- 
petitive industry: 

In the beginning the salesmen—particularly 
the older, more experienced ones—were skeptical 
of the value of this role-playing. Agreement was 
finally reached, however, to experiment with the 
plan on an informal basis in one department. At 
first the salesman acting the part of the "buyer” 
played the role as he himself felt. The acting was 
somewhat stilted. The players were rather em¬ 
barrassed, and a number of jokes and humorous 
comments were made. The ensuing discussions 
were restrained and brief. 

But soon the atmosphere changed. The initial 
embarrassment was gone. The participating sales¬ 
men began to get deeply involved in what they 
were doing. So did the observing salesmen. The 
formal discussions waxed hot and heavy, continu¬ 
ing in informal groups for days afterward. One 
salesman suggested acting out the part of a real 
buyer whom he had recently come in contact 
with. This was done, and it worked out very well. 

At times the discussions wandered. At times 
they got out of hand. But for the most part they 
were remarkably beneficial. The salesmen grad¬ 
ually became more consciously aware of the as¬ 
sumptions. perceptions, and feelings that they 
were bringing to a particular situation, and of 
how these feelings and attitudes were inextricably 
interwoven into their relationship with a buyer. 
They also became more perceptive of the feelings 
and emotions of a buyer. And they began to 
recognize the nature—and consequences—of the 
term "involvement.” 

In the particular situation of the company 
making this experiment the problem of price 
negotiation has continually loomed large. Quite 
naturally, therefore, the bargaining process arose 
in almost every role-playing situation. Initially, 
the natural tendency of the discussions was to 
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focus on the "best” method of bargaining with 
a buyer—a natural error in this day of “how-to- 
sell” books. Consequently, a strong effort was 
made to guide the discussions away from a 
"right-wrong” basis to a "what happened" basis, 
which was found to be far more profitable. 

In general, then, it would seem that role- 
playing can be used with considerable success. 
One great advantage of the method is that it 
forces learning by doing—practicing—rather than 
just talking. The men cannot say, for instance, 
that they should be tactful; they must be tactful. 
Role-playing allows the players (and observers) 
to learn from their own experience, in a sheltered 
atmosphere. Because the men are not "playing 
for keeps," they are free to experiment. At the 
same time, role-playing gets the players close 
enough to an actual situation so that they become 
excited and concerned about it. 

Note that, in addition, role-playing is rela¬ 
tively practical. In contrast to the case method 
of instruction, it does not require prior prepara¬ 
tion on the part of the salesmen, nor does it 
require the development of case materials. 11 

Of course this kind of superior salesmanship 
is applicable only to salesmen of high intelli¬ 
gence. Most salesmanship training must be 
given to typical rather than exceptionally able 
men and deal with the more simple aspects 
of the sales situation. 

Training In Selling Is Beneficial 
to All Personality Types 

The need for careful selection and training 
of salesmen is indicated by the oft-repeated 
statement of sales managers that “the top 
quarter of the average sales force sells three- 
fourths of the total volume.” The editors of 
Sales Management asked several hundred 
subscribers regarding the truth of this state¬ 
ment and the answers were as follows: 

In 8% of the companies, the top quarter sold 
71 to 80% of total volume. 

In 35% of the companies, the top quarter sold 
51 to 70% of total volume. 

In 29% of the companies, the top quarter sold 
41 to 50% of total volume. 

In 28% of the companies, the top quarter sold 
30 to 40% of total voume. 13 

Considerable statistical evidence is now 
available which indicates that sales results 
depend primarily on the selling methods used 
rather than on the personality type only. 
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Some sales executives have become intri¬ 
gued by the idea of changing a salesman’s 
personality in order to increase his effective¬ 
ness. Investigations indicate that it is difficult, 
often impossible, to change a salesman’s per¬ 
sonality to fit his superior’s wishes. The sales¬ 
man’s methods, however, can be improved. 
Several wholesale drug firms, in cooperation 
with the Bureau of Business Research, Ohio 
State University, conducted a study that 
included systematic observations of 70 whole¬ 
sale drug salesmen. Marketing research spe¬ 
cialists with pad and pencil and stop watch 
observed 70 wholesale drug salesmen on their 
rounds. 

When all the findings were analyzed, the 
drug executives and the researchers concluded 
that effective selling largely depends upon: 

1. How many genuine sales arguments are used. 

2. How many items the salesman mentions. 

3. How much time is spent in actual selling. 

The emphasis, thus, is on: “how many” 
and “how much.” According to these partic¬ 
ular investigators, the “quantitative factors” 
are important in making a high score as a 
salesman. Salesmanship is not so much a per¬ 
sonality gift, a bubbling personality, or the 
use of “psychology” as a matter of sticking 
to business. 13 

Other studies such as one made of life 
insurance salesmen indicated that a salesman’s 
belief in his product and his motivation are 
more important than technical knowledge in 
determining how well he does his job. 14 
Evidently both quantitative annd motivational 
or qualitative factors are related to sales 
success. 

Studies of expert salespeople indicate that 
top sellers can develop in even the smallest 
firm—without lengthy training programs, and 
without depending upon complicated research 
or expensive staff specialists. In general, we 
can conclude that personal selling proficiency 
can be taught through guided constant, on- 
the-job practice. For this to take place, three 
elements are needed: a customer-centered 
attitude, an appreciation of the importance of 
certain basic, personal-selling skills, and an 
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administrative climate which encourages im¬ 
provement. 

Formulas for Selling 

E. St. Elmo Lewis in 1898 formulated the 
slogan, “Attract attention, maintain interest, 
create desire.” Later he added a fourth point, 
“Get action.” Numerous additions and substi¬ 
tutions have been made to this theory of 
selling, such as "Gain confidence” and "Give 
satisfaction.” 

Strong has formulated a theory of selling 
in terms of "Want, solution, action, and satis- 
faction.” 15 This formula, like its predecessors, 
also deals largely with mental states, it directs 
the attention and efforts toward what goes on 
in the prospect’s mind. Some sales managers 
who have trained salesmen claim that it is 
very difficult and decidedly confusing for a 
salesman to focus attention upon what the 
prospect is thinking. An easier and more 
effective method is to train the salesman to 
think of what he himself does rather than 
what may be happening in the mind of his 
prospect. The mental states of the prospect 
cannot be ignored, but the emphasis should 
be upon what the salesman does and the 
objective factors of the selling act. The sales¬ 
man should think in terms of: 

1. The prospect as an individual —his edu¬ 
cation, health, business affiliations, business 
and psychological needs, and so on. 

2. The situation of the prospect — his prob¬ 
lems, financial status, and other objective 
characteristics relevant to the purchase of 
the salesman’s product. 

3. The methods or acts in the sales canvas 
—the time of day he calls, the methods of 
demonstrating, the words he speaks, the num¬ 
ber of calls, the method of closing the sales 
talk, and other controllable acts on the part 
of the salesman. 

Directing the Sales Talk Toward 
the Prospect's Problem 

The dominant attitude of the true salesman 
is that of the man who wishes to render 


service. Many men do not want to sell a 
prospect unless that prospect really needs 
the article under consideration. Some concerns 
are even changing the title of salesman to 
“serviceman,” or, in the case of those who 
sell to dealers, "merchandise counselors.” This 
attitude toward the prospect is expressed in 
the frequent mention of the ‘You* view¬ 
point,” "Prospect analysis,” or the "Objective 
attitude." Selling has become a matter of 
“combing" the prospect’s situation and then 
capitalizing that part of the situation which 
can be made more satisfying. 

The best salesmen study the prospect, 
capitalize the immediate situation, and then 
arouse in the mind of the prospect a feeling 
of want. The prospect must be made to feel 
that his present situation could be better or 
more profitable. A man may wear the same 
suit for a year, but he may not have any 
sense of want for a new suit until his wife 
mentions his shabbiness so often that he 
wants a new suit. The need may be present; 
but, until that need is transformed into a 
want, it might as well not exist so far as the 
salesman is concerned. The salesman must 
induce in the prospect a feeling of inadequacy, 
a felt need. This feeling of a need or a 
conscious want takes place as soon as the 
salesman demonstrates his article in such a 
way that it fits into the prospect’s problems. 
The suggested purchase becomes an answer 
or a solution to a want. In a few cases the 
salesman finds it an easy matter to fit his 
product or service into the wants of the pros¬ 
pect, as in the case of the fire insurance 
salesman who finds that his prospects want 
fire insurance right after a big fire in the 
community. At such times, they have a felt 
need or a conscious want. However, it is 
usually necessary for the salesman to arouse 
the want or to connnect his product with some 
present want. 

The salesman who sells books for school 
children does not create a new want on the 
part of the mother, but he associates his 
books with the "want” for her child’s success. 
The automobile salesman does not create 
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new wants, but associates the new big car 
with the prospect’s present want of social 
prestige. He shows the prospect how he can 
have his want satisfied now. The skillful 
salesman is adept in the art of presenting 
means to immediate satisfactions. 

To do this, the salesman does not emphasize 
the product itself but describes the product as 
an end. The product is not even the means to 
the desired end. The salesman gives a vivid 
description of the product so that the prospect 
pictures himself as enjoying those delights 
which the product gives. The automobile 
salesman does not say: "When you have this 
car, it will give your wife a lot of pleasure,” 
but, "When you have this big car, your wife 
and your friends will realize that it is worthy 
of a man of your caliber.” 

It often happens that the inventor of a 
machine is unable to sell it. The technical 
expert knows so much about it that he 
describes the machine. The salesman describes 
not only the things that the machine does 
but also the satisfactions and pleasures that 
it gives. He describes not just the means to 
the end but the end in its most pleasant 
aspects. The dealer is given attractive descrip¬ 
tions of the profits to be made from handling 
the product rather than a description of the 
product itself. 

Some salesmen who sell to dealers think 
that they are giving the dealer service when 
they arrange his stock for him, sweep the 
store, wait on customers, or wash the windows. 
These acts are not rendering a service based 
on the goods the salesman sells. They are 
merely a method of approach to put the 
dealer in a receptive state regarding the sales¬ 
man’s commodities. The approach may be 
made from any one of several angles. 

Tho Approach 

Tricky approaches are popular with a few 
salesmen. They refuse to discuss their proposi¬ 
tion with anyone except the "big boss,” be¬ 
cause they are calling on a "personal matter.” 
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The "personal matter” approach is an ex¬ 
ceedingly weak and stereotyped start for an 
interview. It is a deceitful method of getting 
into an office, because any official can be 
made to leave a meeting of his board of 
directors if his secretary tells him that a man 
wants to see him about the "accident” his 
son just had. 

Generally, investigators of selling tech¬ 
niques believe that the first 10 seconds before 
a customer are especially important. First 
impressions are likely to last throughout the 
sales interview. 

Salesmen are advised to cultivate a voice 
that reflects pleasant feelings and helps the 
customer to have a pleasant participating 
experience during the interview. 

The rule in this connection is, Keep the 
voice up on the last syllable. 

An uprising voice holds attention. A dying- 
out voice loses attention. 

Macy’s in New York conducted an experi¬ 
ment on this point and found that when 
salespeople greeted customers with "Good 
Morning”—keeping their voices up on the 
last syllable—there was a marked warming 
up of customers and an increase in sales 
tickets. 16 

Salesmen often try to find out a prospect’s 
hobby before they call. This kind of interest 
in a prospect’s affairs is legitimate if the 
salesman does not try to bluff. His interest 
in the prospect’s hobby should be that of a 
learner. He can have a genuine desire to learn 
something about the hobby, but if he exhibits 
an artificial interest merely to make a sale, 
he is likely to make himself ridiculous. The 
salesman should mention the hobbies of the 
prospect in such a way that the prospect is 
pleased with himself because the salesman 
is willing to listen to his exploits. Sincerity is 
always important for the salesman, but it is 
especially important when hobbies are dis¬ 
cussed. 

Futhermore, the prospect approached by 
the salesman should be a live prospect at the 
time of the call. Studies of automobile selling, 
for example, indicate that typical motorists 
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who buy new cars gather information and 
think about cars for about two months before 
they purchase. During the “period of gesta¬ 
tion” the prospective buyer gathers infor¬ 
mation and makes up his mind as to which 
cars he should look at before buying. In many 
cases he wants more information than is given 
in automobile advertising. At the same time, 
he is often reluctant to ask for such infor¬ 
mation because he does not wish to be sub¬ 
jected to “sales pressure.” If a salesman can 
bring to his attention some new type of infor¬ 
mation that is sufficiently attractive to over¬ 
come his reluctance, and get him to say who 
he is before he becomes exposed to competi¬ 
tive solicitation—then the salesman has a 
far better chance of selling him. Eventually, 
an effective demonstration becomes important 
in the selling process. 

It is often difficult for the salesman to 
demonstrate the service or article with the 
service or article itself, so he must depend 
upon some graphic means to enable the pros¬ 
pect to realize his present situation and to 
visualize the best possible situation. The film 
method of demonstration is one of the very 
best methods, because the prospect can really 
see the benefits claimed for the product 
instead of attempting to visualize them. The 
moving picture machine is a means of demon¬ 
stration that should be used more frequently. 


The chief objection to most of the films seems 
to be that they deal with the manufacturer’s 
problems rather than with the customer’s 
problems. 

The Sales Interview 

The first rule of the successful sales talk 
is that it must deal with the prospect’s situa¬ 
tion and be directed toward a more satisfied, 
more contented, or more effective prospect- 
situation. The talk that starts nowhere and 
gets nowhere seldom leads to a sale. Even 
though a salesman dislikes the "canned” sales 
talk, he should have certain definite goals in 
each talk. Far more sales have been lost 
through lack of a planned sales talk than 
because of having the talk too highly stand¬ 
ardized. 

One “quota-beating” salesman who sells 
a specialty tells his prospect that he has 
planned his sales talk so that he, the prospect, 
will be able to see clearly what his machine 
can do and that the prospect can judge for 
himself as to whether the machine will make 
money for him. Then he hands the prospect 
a small printed card, saying: “This card has 
listed on it the six most common questions 
which my prospects ask or want to ask while 
I demonstrate this machine. If I do not make 
myself clear on some point, check that ques- 
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tion. Of course, if you think of a point not 
on the card, be sure to ask that.” A significant 
part of this scheme is the fact that the sales¬ 
man has omitted from the card the most com¬ 
mon question asked by the prospects and 
which every prospect is almost sure to ask. 
When the prospect raises that question, the 
salesman acts as though the prospect has 
thought of something no one ever before 
thought of. He scratches his head, then 
answers the point, and compliments the pros¬ 
pect’s ingenuity; but at the same time the 
acceptance of that point practically commits 
the prospect to the purchase of the machine. 
The above method can be adapted to almost 
any product or service sold today. 

A major fault of some salesmen is to talk 
in abstract terms. They discuss quality in 
a general way. The word “quality” and sim¬ 
ilar terms should never be used. Quality 
should be described by actual examples of 
what a user did with this machine under 
certain trying conditions. The salesmen of 
a paper company, selling paper towels, do 
not talk about superior absorbency. They 
take two inkwells having the same amount 
of ink in them and stick their own towel 
into one inkwell and a towel of another 
brand into the other inkwell. After a few 
seconds, the difference in their absorbent 
qualities can be seen by the prospect. 

Advertisers long ago learned that people 
do not read advertisements that are full of 
abstract ideas. They want pictures that illus¬ 
trate a concrete and definite situation. All 
abstractions such as best, strongest, newest, 
value, service, and most economical should be 
avoided; the talking point should be stated 
in terms of the concrete with actual instances 
of how that characteristic has been proved 
by other users. 

The use of definite terms in the sales talk 
does not necessitate boresome technical de¬ 
scriptions of how the product is made, the 
kind of raw materials used, or the way it is 
sold. When technicalities are used, they 
should be related to the prospect’s problems. 
The reason for a detailed description of a 
gear in a machine should be stated to the 


prospect to convince him that, while a specific 
part has been giving trouble in some machines 
of other makes, it cannot cause difficulties 
in this brand. The prospect wants definite 
facts that the he can grasp. 

Goodall Company, manufacturer of Palm 
Beach suits, operated a retail laboratory and 
experimented with various sales approaches 
to customers. The company found that when 
salesmen addressed customers with a time- 
honored bromide, such as, “Can I help you?” 
seven per cent bought. When salesmen used 
the system of letting the customers alone until 
they asked for help, 12 per cent bought. But 
when the salesmen greeted customers with 
specific comments about the merchandise, 
such as, “This will be this year’s most popular 
tan,” 25 per cent bought. 17 

The sales talk should be definite in its 
mental imagery, but it should also have hu¬ 
man interest. Cold, intellectual appeals are not 
so stimulating to action as are appeals that 
arouse the warmer emotions. The prospect 
wants to hear a story. He likes to have 
a lump in his throat and a tear in his eye. 
He wants to hear about people and things 
that make him smile, that cause him to love 
more devotedly, to sacrifice a little, and to 
dream new dreams. The prospect wants to 
take sides with what he believes to be right. 
It is necessary to invest the sales talk with 
an emotional tone. As the old banker said 
to a young salesman: “If you are trying to 
sell the services of a bank, show the prospect 
the pictures of your officers. Describe the 
little human-interest aspects of their work. 
Tell how one of those officers helped a man 
to pull out of a bad situation and achieve 
business success. Don’t talk the usual talk 
about the financial strength of the bank.” 

Answering Ob|ection. 

The true salesman hopes that the prospect 
will raise objections before he buys. The 
objection offers the salesman an opportunity 
to demonstrate his product. One of the best 
salesmen in the country always has a pang 
of regret when the prospect indicates that 
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he is sold and wants to sign on the dotted 
line. This salesman enjoys selling: the meeting 
of minds, the fencing-like encounter, the 
parries, the thrusts, and losing or gaining 
a new friend. He sells because he loves the 
game of selling. 

Objections are a natural part of the process 
of selling. The prospect seldom welcomes the 
salesman with open arms. Can we blame the 
prospect? If we try to analyze the various 
ideas in the prospect’s mind, we can under¬ 
stand why he does not, as a rule, want to 
see another salesman. The reason is that the 
salesman interrupts the prospect’s on-going 
activity. Even a newborn baby objects to 
having its activity thwarted or retarded. Hold 
a baby with his arms tight against his body 
and he will soon show his anger in no uncer¬ 
tain manner. When the salesman comes to see 
a prospect, he interrupts the flow of ideas 
and activities of the prospect. The worthwhile 
prospect is always busy doing something else, 
mentally or physically. The most natural 
response of the prospect to the salesman is 
that he does not need or does not want what 
the salesman has to offer. The salesman must, 
first of all, get the prospect into a new line of 
thought, and, if the salesman has planned 
his demonstration and sales talk in the right 
manner, the sale should follow as a matter 
of course. The live prospect will make some 
objections in order to clarify his ideas and 
to ascertain whether he really understands 
what the salesman has just told him. 

When the prospect says, "I am not inter¬ 
ested,” the salesman can say: “I know that 
you are not interested, Mr. Prospect. That’s 
why I called. You have never used this device 
and Mr. Blake of the Samson Company 
thought I ought to show it to you.” The 
salesman who can smile and accept the objec¬ 
tion with nonchalance will be able to go 
ahead with the demonstration. The objections 
of most dealers to buying because conditions 
are bad can be answered with definite, pre¬ 
pared figures to show the dealer that business 
will continue regardless of conditions. Certain 
professional and other people who are not 


affected by the current conditions are always 
buying. The bank clearings of the city may 
show that they are greater than last year in 
that town. Ask the dealer to look out on the 
street and see the cars that are going up and 
down. People are still wearing clothes and 
eating. 

To answer objections, the salesman should 
be able to show facts and figures that have 
been collected by a disinterested person. If 
the buyer does not believe that the salesman’s 
shirts do not fade, the salesman should show 
the results of tests conducted under conditions 
that will satisfy the prospect. The shirt that 
went through the tests should be handed to 
the prospect for inspection. The salesman 
often depends upon his wits and bullying to 
answer objections, when the objections could 
be answered far more easily by just a tested 
sample, a page of charts, or a testimonial 
letter. 

“The price is too high" is one of the argu¬ 
ments which should be answered in a straight¬ 
forward manner rather than by evasion or 
humor. If the price objection is evaded, the 
customer may not mention it again but may 
refuse to buy. After all, the customer should 
know why the price asked is fair. A direct 
answer to the price objection is the dramatized 
form of answer. A salesman of washing 
machines capitalizes the high price of his 
machine by demonstrating the machine with 
money in his hand. Every time he points 
out a strong feature of his machine, he places 
a dollar bill or a quarter on that part of the 
machine. When he gets through he adds up 
the amount of money and shows the prospect 
that the price asked is fair in comparison to 
the value. 

If the prospect has been sold during the 
salestalk, neither price nor any other objec¬ 
tion will prevent the sale. The prospect may 
raise the question of price, but he may do 
it because he really desires to have ample 
justification for the price. The salesman who 
is unduly price-conscious has never been con¬ 
vinced that the product is worth the price 
asked. If his standard of living has been on 



COMMUNICATING WITH THE INDIVIDUAL CONSUME!/—SALESMANSHIP 


a scale below that of the price level of the 
article he is selling, it will be necessary for 
the sales manager to re-educate the salesman. 

When the prospect wants a handy excuse 
for not buying, he objects to the price. Only 
one other excuse is more common: “I’ll see 
you next time.” If the dealer presents this 
excuse, it simply means that the salesman 
has not done a good job of convincing him 
that he can make money with the line. The 
salesman can answer: “Of course, I’ll see 
you next time, but that will not be for three 
months. In the meantime, according to my 
quota, 4,600 people are going to buy this 
article in this county. They will pay the 
dealers who sell them a gross profit of $2,300. 
You will want to be one of the dealers to 
have your share in the profits.” 

The salesman should not have the impres¬ 
sion that it is well to “annihilate” the prospect 
when he makes an objection. To knock the 
prospect’s objection too hard causes him to 
lose his self-respect. When an objection is 
stated, the salesman should restate the objec¬ 
tion briefly and fairly; then the prospect 
knows that his objection is appreciated. Pay 
the prospect a compliment when he raises a 
threadbare objection—act as if it were an 
unheard-of objection and answer it—not too 
quickly but satisfactorily to the prospect’s 
sense of worthwhileness. 

The answering of objections should never 
degenerate into an argument. The salesman 
may be able to win the argument; but, if he 
does, he loses his sale. As soon as the discus¬ 
sion between salesman and prospect tends 
toward the argumentative type, the salesman 
should use humor. In fact, since most sales¬ 
men do not take the trouble to prepare evi¬ 
dence that will meet objections, they should 
at least collect a set of anecdotes that will 
answer the most frequent objections. 

The Close 

The psychological moment to close has 
received much attention in sales discussions. 
As a matter of fact, there are few true psy- 
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choiogical moments when the prospect wishes 
to order and the salesman catches the prospect 
off his guard for the order. Orders that must 
be “caught on the fly” are often counter¬ 
manded. The salesman should not pounce 
upon the prospect for the order. If the sales¬ 
man has studied the needs of the prospect 
and is anxious to render a real service, the 
order will follow of its own accord. 

It is true, however, that some prospects find 
it difficult to make a decision and the sales¬ 
man must help them to decide. A few salesmen 
claim that they can recognize the moment 
when the prospect is ready to decide. They 
note whether the prospect leans forward, 
toward the salesman, and toys with the 
sample. One salesman even claimed that a 
prospect once told him that he did not want 
the article under discussion but the salesman 
said: “Your lips tell me that you do not want 
the article and yet your body tells me that 
you do, because you leaned toward me when 
you said that you could not buy it now.” 
The prospect admitted that he wanted the 
article, but that he had an inhibiting objection 
which he hesitated to mention. When the 
objection was stated and answered, the pros¬ 
pect bought. In the best sales canvasses, the 
salesman and the prospect get into the same 
mood or attitude, into a mental state of 
mutuality of interest, so that the salesman 
does not view the prospect as a mere plaything 
but as a fellow businessman whose interests 
are complementary to his own. 

The salesman may help the prospect to 
make a decision by arranging the situation 
so that he need decide only a minor point. 
The experienced life insurance salesman does 
not, as a rule, ask the prospect whether 
he does or does not want his policy. Rather, 
he asks him: “Will it be convenient for you 
to have our medical examiner call at your 
home on Tuesday evening and give you the 
health examination?” If the prospect indicates 
that that time is satisfactory, he has also indi¬ 
cated incidentally that he will take the in¬ 
surance. The jobber salesman often does the 
same when he asks about the method of ship- 
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ment or the date of delivery, the salesman 
naming a plan that he knows will be satisfac¬ 
tory to the customer. 

Some salesmen apply this “minor-decision” 
method too frequently, when they get into 
the habit of asking for a trial order. The 
trial order of a half-dozen lot is easily asked 
for and easily given. But a trial order simply 
means that the sale was not completed. The 
customer still has many mental reservations, 
or he would give a worthwhile order. Of 
course, the trial order may be used as a 
starting point and the amount can be stepped 
up to a profitable figure. 

The prospect will find it easier to buy if 
the salesman has succeeded in getting him 
to say “Yes" several times during the inter¬ 
view. The prospect who is in a hostile or 
negative attitude is hard to persuade, whereas 
the agreeing prospect is in a mood for further 
action. The unskillful salesman who tries to 
have his prospects “Yes” themselves into an 
order is likely to lose his grip on the situation. 
This method can be used only by those who 
are unusually adept at controlling the sales 
situation. The salesman can concentrate on 
the one point which appeared to appeal most 
to the prospect. Automobile salesmen know 
that the points about a car that appeal to 
those who know cars are not the points that 
appeal to most prospects. The salesmen tend 
to be interested in the mechanical qualities of 
the car, whereas many prospects are interested 
in the accessories, such as the cigar lighter 
and the vanity case. The real estate salesmen 
know that building construction does not 
interest the modern housewife nearly so much 
as the design of the fireplace and the arrange¬ 
ment of the cupboards in the kitchen. It is 
legitimate, therefore, to emphasize those fac¬ 
tors that appeal most to the prospect in hand. 

Each prospect varies in his susceptibility 
to assistance in making the decision to buy. 
Some prospects sell themselves. Others must 
be pushed and tugged at. Still others need a 
simple sales technique to do the thing they 
want to do but cannot, because the habit of 
turning down all salesmen is too strong to 


allow them to lift themselves out of the 
channels of indecision. 

Aggressive selling produces more orders 
than easy-going salesmanship. The man who 
has lived among farmers knows the pleasure 
they get from chatting with strangers. It is 
often assumed that a sort of easy-going, 
chatty sales canvass is necessary when selling 
to farmers. A sales manager who traveled with 
a sales crew that sold a five-dollar product to 
farmers found that the salesmen who used 
the most aggressive and shortest canvass had 
the biggest sales records. The salesmen who 
spent not more than ten minutes with any 
farmer made the greatest number of sales. 
Action begets action. The most common 
methods of stimulating prospects to act are: 

1. An aggressive, definite sales canvass. 

2. The use of a minor decision, which 
makes it easy to buy without a big decision. 

3. Getting the prospect into an agreeable 
and agreeing mood. 

4. Showing the prospect that he can pur¬ 
chase with ease right now. 

5. Showing him the danger of delay, such 
as “A coming change in price,” “Temporary 
trial offer," “Only one to a customer,” “You 
are now losing $50 per month by not having 
it,” or "The continued inconvenience should 
be ended now.” 

Need for Follow-up 

Salesmen are often asked how many calls 
they are willing to make on a prospect before 
dropping him. The correct answer may be 
one or a dozen. Some of the largest accounts 
that business firms have are the result of ten 
or more calls. One thousand retailers kept 
accurate check for six months to learn how 
many calls salesmen made on them before 
giving up the job as hopeless. Here is the 
surprising result of that check-up: 

48.2 per cent made 1 call and quit. 

24.4 per cent made 2 calls and quit. 

14.7 per cent made 3 calls and quit. 

12.7 per cent made 4 calls and quit. 

Yet it was discovered that 60 per cent of 
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their merchandise was bought by these dealers 
at the fifth call or after. 18 

Persistence is as essential in selling today 
as it ever was. But mere persistence may be 
only boresome to the prospect and fatiguing 
to the salesman. Persistence means more than 
footwork. It means headwork as well. Selling 
hard requires more than merely trying hard 
to sell. When the salesman finds that he 
cannot get an order, he should close his 
sample case without insisting upon an order, 
but he should prepare the way for his next 
call by saying: "I am sorry that I don’t have 
a sample of our Palate brand of food with me. 
I shall ask the house to mail you a sample for 
your wife and when I call again in four weeks, 
you can tell me how you like it.” Before the 
salesman makes his next call, he should write 
a friendly letter to the prospect and explain 
the profit or value of his article. 

The salesman should, during the interview, 
have learned one subject that interests the 
prospect. He can bring the prospect a news¬ 
paper clipping, a photograph, a book, or any 
other article or idea that will interest him. 
Each call means that the salesman must 
present something new and worthy of the 
prospect’s consideration. The turn-down 
should not actually take place. The good 
salesman does not allow it. No interview, 
when it ends, should give the salesman a 
sense of relief. It should simply pave the way 
for another interview when new ideas may be 
presented in a new way with more attractive 
applications. 


The Basis of Success in Salesmanship 
Is Skill in Human Relations 

This skill usually originates in early child¬ 
hood; that fact explains why many sales 
managers think that good salesmen are born 
that way. The adjustments which lead to 
human-relations skills begin so early that ob¬ 
servers imagine that the skill is hereditary or 
some accident of birth. 

Potential sales ability on the part of some 


boys can be observed in many typical Ameri¬ 
can families at, let us say, the evening meal. 
Father comes home tired and eats in silence. 
Mother is busy serving the dinner. The chil¬ 
dren eat in silence or amuse themselves by 
picking on each other. But sometimes in such 
a family one boy cheerfully talks about the 
happenings of the day. He enjoys his sports. 
He likes to talk about his experiences and his 
friends. The others listen occasionally. Grad¬ 
ually he acquires skill in making others listen 
to him and respect his statements. In later 
adulthood, selling is a natural vocation for 
him, and his sales manager is likely to speak 
of him as a “bom salesman.” 

Many college graduates drift into selling, 
especially those who find that their education 
has not trained them for any specific vocation. 
They drift into selling by force of circum¬ 
stance rather than from a spontaneous or in¬ 
telligent choice. Such men are almost certain 
to fail as salesmen unless they go through the 
usual psychological steps which enable a per¬ 
son to enjoy selling. These steps are likely to 
involve one or more of the following: 

1. An intellectual conviction that selling is 
a socially valuable vocation. 

2. An emotional experience which makes 
selling an important vocation. 

3. A series of adjustment habits which lead 
to satisfaction from dealing with people, as 
exhibited by the typical extravert. 

Thus far, the lessons from the school of 
experience rather than the laboratory have 
been used as a guide in learning salesman¬ 
ship. It is true that some laboratory 
experiments have been conducted for the 
development of methods to measure the rela¬ 
tive effectiveness of elements composing a 
sales interview, but very few applications of 
these methods have been applied to actual 
sales situations. 10 The experimental laboratory 
study has the serious disadvantage of arti¬ 
ficiality. Even though selling cannot be studied 
as an exact science it can be learned as a 
worthy art. Our appreciation of its worth will 
increase as we recognize its contributions to 
our social and economic well-being. 
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PROJECTS 


1. Have a friend cooperate with you in prac¬ 
ticing dealer sales situations. He is the pros¬ 
pective buyer and you are attempting to sell 
him certain articles. Have your friend include 
the following objections as well as others he 
may think of: 

a. I want the exclusive agency. 

b. I never had a call for it. 

c. I’m all stocked up now. Got too much of 
your stuff on the shelf. 

d. I’m too busy to talk to you now. 

e. I’m satisfied with the house I buy from 
now. 

/. You come to see me only when you can’t 
sell Jones, up on the comer. 

After you have met your friend’s objections, 
discuss with him the best methods of answer¬ 
ing them. 

2. List some of the expressions, methods, or 
mannerisms that irritate you when used by 
a salesman. Find out from others whether 
these are personal prejudices of your own 
or are general. Work out specific corrections 
for each item you have noted. 

3. Salesmen frequently carry a sample or some 
related object to show to the prospect while 


making the sales talk. Think of interesting 
and original related objects that might be used 
in selling the following: 

a. Lawnmowers. 

b. Office furniture. 

c. Home insulation. 

d. Fire insurance. 

e. Coal. 

/. Advertising space in a local paper. 

g. Safety equipment for a factory. 

h. Vacation trip by airplane. 

Tell how and when you would use the 
related object in your sales talk. 

4. Clip several magazine advertisements of ar¬ 
ticles you believe you could sell quite success¬ 
fully. Analyze all the reasons for your choice. 
Do the same for an article you think you 
could not sell. Analyze your reasons from the 
standpoint of your own likes and dislikes, your 
personality, the qualities of the article, the 
nature of the market, and other possible fac¬ 
tors. Which factors seem to tie into your psy¬ 
chological development. 

5. Read in trade papers about concerns that have 
done outstanding work in sales-training 
schools. Analyze the ideas gathered and 
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present them in a letter of application to one 
of the companies, explaining to the company 
addressed why you chose the company as your 
preferred employer. 

6. A woman went into a ready-to-wear store to 
buy a blouse. The sales girl showed her blouses 
in three different price ranges and then held 
up the most expensive one and said, “I’d like 
to see you buy this one." 

Was this a good reason for the prospect 
to buy? What might the sales clerk say that 
would be more appropriate? 

7. The story has been told of the animal painter, 


De Auber, that, having painted a picture, he 
rubbed raw meat over the representation of a 
rabbit in the foreground. His reason was that 
a Mrs. Blank, a prospect for the purchase of 
the picture, was coming to see the picture. He 
assumed that when her pet poodle smelled the 
rabbit and got excited about it, the woman 
would buy the picture. 

The woman came to see the picture, the 
poodle smelled of the rabbit and got excited, 
and the woman bought at the artist’s price! 

Was this ethical selling on the part of the 
artist? 


Brewster, Ray C., "More Psychology in Selling.” 
Harvard Business Review, July-August, 
1963, pp. 91-99. 

Frey, John M., "Missing Ingredient in Sales 
Training.. .for Today’s Competitive Mar¬ 
ket," Harvard Business Review, November- 
December, 1955, pp. 126-132. 

Gilmer, B. von Haller, Industrial Psychology. 


INGS 


New York: McGraw-Hill Book Company, 
1961, Chapter 18. 

Husband, Richard W„ Applied Psychology. New 
York: Harper & Row, Publishers, Inc., 1949, 
Chapters 25-27. 

Thompson. Willard M., "How Expert Salespeople 
Sell," Journal o) Retailing, Fall, 1955. 





Administration offices in Center lor Advonced Study in Vhw of port of the library of the Center. in oddition to 

the Behavioral Sciences. Stonlord. Cof.forn.o- The "sty the library of the Center, the Stonlord University ond other 

dents." colled Fellows, come from the faculties of other libraries ore o.o.iobfe »o the fef'ows. 

universities. 



On* of fh* fifty offices tor the use of the Fellows. Main meeting room. 


One of the important developments in American soent.Cc work it thot single sconces ore no longer expected to e.plo.n 
many of the events in human behavior. Interd.se.p/.nory approaches ore being used mare ond more each year. The members 
of several sciences come together lor the study of important behonorol problems ond principles 

An e.omple of lh,s trend is indicated by the openrng on September 20. K>S4. o I the Center lor Advanced Study ,n the 
Behavioral Sciences. The director. ftolph W. Tyler, e.pfo.red the purpose of the new iMl.lul.on os follows: 

"The behoviorol sciences have come to a stage of development calling lor more-ond more eteclive-commun,cation 
between specialists. The Center is designed to prov.de a working atmosphere where this communication con lot* place. 
It is on opportunity lor a selected number of un.vers.ty loculty members concerned with the study of human behavior lo 
com* together in one place in order to help one another gain new skills and insights and to work upon common problems 
in oddition to their individual specialties." ~ 

The Center is on independent and non-profit corporo.ion ioco.ed o. Stanford. California. It selects its fellows each 
year from the large and growing list of nominations submitted by university repres.nta»..es Oo gi no/^ the Cc^- wo. 
supported by a grant from the Ford Foundation. The Foundation made a terminal grant ,n 1959. ond os the Ford money 
is used up. the Center seels support from a variety of other sources. 




PART VI 


RESEARCH 


chapter twenty-nine 

HOW TO READ REPORTS 
OF PSYCHOLOGICAL 
RESEARCHES 


possession, but the sincere effort hr * , " ttclual " opposed 

ol the Z F ,1 L “° maSU ' lHC ,,Ut "’ th ' *"th 

ol truth coZ LZZ T Al " '*< t™* 

demng oj a man s powers by which alone is achieved 

h,s ever-growing per lection. Possession makes one 
stagnant laey p roud , „ God m ^ (> ^ ^ 

the whole of truth, and in His left had only ever-active 

7. Zi “• r“-» *»>. ZTS 

ome, CAowe/ / should humbly reach toward His left 
and, saying, "Father, give me this! The pure truth is 
indeed lor Thee alone!"~Lessing, Eine Duplik' 


393 



HOW TO READ REPORTS OF PSYCHOLOGICAL RESEARCHES 


S96 

^he difference between scientific research as 
“lived” by the pure scientist and as viewed by 
the layman may be illustrated by an incident 
in the life of the great scientist Faraday. He 
gave a lecture in the Royal Institution in 
London before a group of celebrities of the 
day. He brought a magnet close to a coil of 
wire. An electric current was produced. 

After the demonstration a lady asked him, 
“Professor Faraday, even if the effect you 
explained is obtained, what is the use of it?" 

Faraday replied, "Madam, will you tell me 
the use of a newborn child?” 

The pure scientist conducts his experiments 
without regard for their practical or commer¬ 
cial value. Eventually some of the experiments 
may have practical value, but the scientist 
seeks truth mainly. Louis Agassiz, Lord 
Kelvin, Oersted, and others made their great 
discoveries without thought of personal gain. 
Some of their apparently useless discoveries 
have led to very valuable results for modern 
civilization. 

The value of research in technical matters 
is now generally accepted, and it is probable 
that research in the human-relations problems 
of our economic life will make unusual strides 
in this and the next generation. As has often 
been stated, the keynote of the twentieth 
century will be human engineering. Occa¬ 
sionally, political and international disruptions 
appear to make this prediction incorrect, but 
such disruptions are only temporary. 

The practical man finds himself in many 
situations where it is difficult for him to 
utilize scientific research. Lack of time often 
compels him to make a quick decision. Some¬ 
times business expediency does not permit 
changes wrought by science. A company may 
have established a reputation for a certain 
product or service and it would be difficult to 
make a change, even though scientific studies 
indicate that a change to a better product 
might be made. Moreover, the present "laws” 
of commerce are not nearly so exact and fixed 
as the laws of physics and chemistry. 

In spite of the many difficulties in the way 
of predicting and stimulating human behavior 
in business, psychological research has become 


a recognized phase of modern economic life. 
The student who becomes a businessman 
learns that if he wishes to market a new 
product, he must do more than try it out in 
his wife’s kitchen, ask the opinions of his 
friends, or consult his salesmen. He finds that 
his own company’s records and past statistics 
of monthly reports do not enable him to 
predict the public’s reception of a new idea 
or invention. Snap judgments and empirical 
rules may lead him astray. But even the best 
feasible research study is none too reliable. 

Professional Research Organizations 

In one issue of a trade journal, ten profes¬ 
sional research organizations were advertised. 
Some of them have been in existence for years. 
Others seem to advertise once or twice and 
then disappear. The ability and reliability of 
these research organizations must be rated in 
the same manner that we rate individuals. A 
few individuals are competent for a specific 
task, but there are many who are not. The 
executive who hires a professional research 
worker or research organization should be 
acquainted with research principles if he 
wishes to secure competent service. Otherwise 
he may be handed a voluminous report that 
looks impressive but is filled with fallacious 
conclusions. Statistics are often helpful, but 
they also can be very dangerous. The reader 
should at least know the essential terms and 
methods which are common to research re¬ 
ports in the field of analyzing and controlling 
human behavior. 

Storting Important Researches 

When an executive or a group of executives 
decides that a research shall be made of some 
problem or problems, certain questions should 
be asked and answered in advance. These are: 

1. Just What Is the Problem ? 

What is it that is to be learned? How shall 
the problem be stated, in order that the per¬ 
sons making the research may keep it clearly 
in mind? Shall the research be limited to a 
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single specific problem or shall the investiga¬ 
tion have a broad and generalized scope? 

2. Who Shall Perform the Research ? 

In many cases the executives decide that 
some accountant or statistician now in the 
company can do the work. Such an attempt 
to save money is conjectural. The findings of 
a single research may be used to modify a 
company’s production schedule for a year and 
may involve thousands of dollars. It does not 
pay to take chances. Only a few large concerns 
have a staff of researchers who are qualified 
to conduct a psychological investigation. The 
fact that an engineer knows calculus and can 
plot nice curves does not mean that he is 
qualified to make a market investigation or 
standardize psychological tests for employ¬ 
ment. Trained and experienced workers are 
just as important in psychological research as 
in other branches of industry. 

3. What Shall Be the Method 
of Securing the Data ? 

Shall the company start a research depart¬ 
ment with laboratories of its own; shall field 
investigators be used; shall the data be 
secured by questionnaire; shall a test cam¬ 
paign be conducted; and so on? Can the nec¬ 
essary data be secured? Are the facts now 
available in the company’s records? Is it 
possible to obtain the facts? 

4. Do the Executives Have a Fair 
Attitude Toward the Research ? 

Are they seeking to obtain data to prove a 
present theory, or are facts wanted regardless 
of their pleasantness or unpleasantness? Are 
the executives future-minded or past-minded? 
Is the research for the purpose of finding out 
“why the horse was stolen” or to prevent the 
stealing of horses in the future? 

5. How Much Time Shall Be Allowed for 
the Investigation ? 

Does the company expect the researchers to 
achieve functions of the administrative execu¬ 
tive, or is the research to present facts for the 


guidance of the executives? One sales man¬ 
ager hired a research man to make a con¬ 
sumer analysis. He agreed to expect his report 
at the end of three months. However, at the 
end of two weeks he began to write letters to 
the researcher, asking him why the sales had 
not increased in the territory where the analy¬ 
sis was being made. When a company starts 
a business research department of its own, 
definite results of proved commercial value 
should not be expected for one or two years. 
Furthermore, some of the executives of com¬ 
panies having sales researchers are inclined to 
expect the sales research department to act as 
a sales promotion department. If research is 
to fulfill its function of making discoveries of 
value to the business, it must be allowed 
sufficient time and remain advisory and inde¬ 
pendent of immediate problems of showing a 
profit on the balance sheet. 

Point* to Look for When Analyzing 
a Research Report 

When any statistical report is analyzed, it 
is necessary to look for fallacies regardless of 
the ability or reputation of the author. Ad¬ 
ministrators must operate on the plan of 
delegating functions and responsibilities to 
others. When an executive selects the most 
competent researcher he can find and gives 
him a research problem, he tends to assume 
that whatever the statistician says must be 
true. However, the reader of the statistics 
must be alert to detect and question discrep¬ 
ancies. It is impossible for the executive or 
the student to know all or most of the errors 
in statistics or logic that may occur, but some 
of the more common ones can be pointed out. 

?. Is the Unit of Measurement Sound ? 

In statistics, the units of measurement are 
the bricks from which the whole statistical 
structure is built. The units of measurement 
may be individuals, foot-pounds, wages, ac¬ 
cidents, or businessmen, but the unit must be 
sound in its entity. One sales manager asked 
his salesmen to predict the condition of busi¬ 
ness for the next month. Each salesman was 
to state whether he expected to have an in- 
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crease in sales over the preceding month. 
Approximately 80 per cent of the weekly 
reports of the sales force were optimistic. 
They were of the type: “Conditions here look 
very good for next month. I expect to sell 
more than I did this month.” At the end of 
the month for which the sales had been 
predicted, less than 10 per cent of the sales¬ 
men had had an increase in sales, and the total 
volume of business for the sales force was IS 
per cent below that of the preceding month. 
The reason for the unreliability of the investi¬ 
gation was that the salesmen knew that the 
sales manager usually expected optimistic re¬ 
ports and they sent in the expected viewpoint 
lest they appear to be alibi-artists and ex- 
pecters of failure. The prediction could not be 
reliable because the units of measurement, 
statements by individual salesmen, were 
unreliable. 

2. Are the Data in the Report Authentic ? 

Occasionally statistics are quoted by 
bankers, salesmen, publishers, and others, and 
it is impossible to find anyone to substantiate 
the figures. A notable example is the oft- 
quoted figures regarding the incomes of men 
who begin their vocational life at the age of 
20. At the age of 45, 16 per cent are supposed 
to be dead; 65 per cent self-supporting; 15 
per cent dependent, wholly or in part; and 
only 4 per cent are supposed to have ac¬ 
cumulated anything and kept it. When they 
are 65 years of age, 85 per cent of the men 
still living are quoted as dependent on chil¬ 
dren, relatives, or charity. 

An attempt has been made to find the 
original source of these figures but has met 
with no success. The life insurance companies 
that were consulted said that they had seen 
the figures and their salesmen had used them, 
but the originator was not known. So far as 
they know, no one really knows what the cor¬ 
rect figures are. 

3. Are Single Causes Interpreted to 
Give Rise to Single Effects or Events ? 

In human relationships, effects are seldom 
brought about by single events or causes. The 


“new American tempo” is not the effect of 
one cause, such as the development of the 
physical sciences. Increases in crime cannot 
be attributed solely to a change in religious 
devotion or divorce. Labor unrest is not 
caused alone by universal education. Psycho¬ 
logical abnormalities cannot be attributed 
solely to a thwarting of the sex impulse or to 
heredity. Increases and decreases in sales 
cannot be attributed to the lone influence of 
the new sales manager. Decreased labor turn¬ 
over cannot be interpreted as wholly the 
result of a newly organized personnel depart¬ 
ment or of profit sharing. 

The veteran advertising manager of an ice¬ 
cream company "showed” how his advertising 
efforts had increased the per capita consump¬ 
tion of ice cream in his territory. He should 
also have mentioned as factors of influence: 
improved quality of the product, pure food 
laws, greater number of retail outlets, lower 
cost of production, and greater competence of 
company management. 

4. Are Graphic Curves of Increase and 
Decrease Compared with Basic Curves 
of Increase and Decrease ? 

Frequently they are not. This kind of error 
is common in reports of individual executives 
to the management. The sales manager may 
show that sales have increased 20 per cent 
each year over the preceding year for the 
past five years. He should also show how 
much the industry as a whole has increased 
during that period. The employment manager 
may show that labor turnover has decreased 
each year for the past three years. He should 
also compare his curve of decrease with the 
employment situation of the community. 

5. Are the Graphs in the Report 
Properly Constructed ? 

The person who wishes to understand sta¬ 
tistical reports needs an understanding of 
some of the more common principles of 
graphic charting. 

If the statistician wishes to construct a 
simple line curve to show the amount of 



HOW TO READ REPORTS OF PSYCHOLOGICAL RESEARCHES 


399 


TABU 29.1 

SHOWING ACTUAL SALES BY YEARS AND INDEX NUMBERS THEREOF 


index Numbers 

Actual Sales On 1952 Base On 1965 Base On 1961-65 Base 

{thousands of tons) as 100 as 100 as 100 

Year 



XYZ 

ENTIRE 

XYZ 


CO. 

INDUSTRY 

CO. 

1952 . 

. SJ 

31,300 

100.0 

1953 . 

. 4.0 

23,513 

76.9 

1954 . 

. 6J 

32,151 

120.2 

1955 . 

. 7.9 

42,773 

151.9 

1956 . 

. 8.5 

45,060 

163.5 

1957 . 

. 8.0 

44,462 

153.8 

1958 . 

. 7.0 

34,671 

134.6 

1959 . 

. 8.4 

42,132 

161.5 

1960 . 

. 3.6 

19,783 

69.2 

1961 . 

. 9.0 

44,943 

173.1 

1962 . 

. 7J 

37,932 

140.4 

1963 . 

. 11.5 

45,394 

221.2 

1964 . 

. 15.8 

48,294 

303.8 

1965 . 

. 14.3 

44,214 

275.0 


building construction in a certain city over a 
given period of years, it is possible to con¬ 
struct the graph so that a small or a great 
increase or decrease may appear to have 
taken place. This may be done regardless of 
the actual facts in the situation. The curve 
can be made to appear unstable and to have 
fluctuated violently, or to have fluctuated 
little and to have great stability. The con¬ 
struction and type of graph is often deter¬ 
mined by the impression that the statistician 
wishes to make on his readers. One of the 
best statistical devices for comparative data 
is the index number. 

Table 29.1 illustrates three possible sets of 
index numbers, or series of simple relatives, 
which might be constructed from the actual 
sales data in the first column. 

The method is simply to divide each year’s 
sales by the sales in the base period which one 
may think best. The base periods here used 
are (1) the year 1952, (2) the year 1965, and 
(3) the yearly average for the five years 
1961-1965, inclusive. 

What practical purpose is accomplished by 
the use of these index numbers? Examination 
of the data for the two variables—sales of 


ENTIRE 

XYZ 

ENTIRE 

XYZ 

ENTIRE 

INDUSTRY 

CO. 

INDUSTRY 

CO. 

INDUSTRY 

100.0 

36.4 

70.8 

50.3 

73.8 

75.1 

28.0 

53.2 

38.7 

55.4 

102.7 

43.7 

72.7 

44.4 

75.8 

136.7 

55.2 

96.8 

76.4 

100.8 

144.0 

59.4 

101.9 

82.2 

106.2 

142.1 

55.9 

100.6 

77.4 

104.8 

110.8 

49.0 

78.4 

67.7 

81.7 

134.6 

58.7 

9SJ 

81.2 

99.3 

63.2 

25.2 

44.7 

34.8 

46.6 

143.6 

62.9 

101.7 

87.0 

105.9 

121.2 

51.0 

85.8 

70.6 

89.4 

145.0 

80.4 

102.7 

111.7 

107.0 

154J 

110.5 

109.2 

152.8 

113.8 

14 U 

100.0 

100.0 

138.3 

104.2 


the company and of the whole industry—is 
much easier when the data are in the form of 
index numbers. The two columns headed 
"Actual Sales” are much harder to compare 
than the three index-number arrangements 
for the same data. 

When a base period has been chosen suit¬ 
able to whatever purpose the analyst may 
have in mind, the curves are readily brought 
into each other’s neighborhood by the index- 
number method. Then it is easy to answer 
such questions as: How does the long-time 
growth of our company show up in compari¬ 
son with our industry as a whole? How much 
more, or less, did a boom or depression affect 
us than it did the industry generally? How 
does our recent position compare with that of 
the industry? 

The index number is not the only method 
of analysis which can be used on occasions to 
answer such questions as these; but it is one 
of the most effective, and, when properly 
understood and applied, one of the easiest. 
Some statisticians prefer to use the semi- 
logarithmic charts. 

Graphs are the quickest, clearest, and most 
condensed method of conveying valuable in- 
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formation to the reader, but he should realize 
their potency for misinformation as well as 
for administrative guidance. 

6. Is the Number of Units Studied 
Sufficiently Large to Represent 
the Group Fairly ? 

It is obvious that if we wish to study any 
single human trait, such as the general in¬ 
telligence of salesmen, it is necessary to test 
the intelligence of a large typical group of 
salesmen. If we were to draw conclusions 
from the measurements of only ten salesmen, 
we should be very liable to fall into error. 
Psychometrists have developed several for¬ 
mulas which show the required size of the 
group, or, in some cases, the unreliability of 
the conclusions drawn from a group of a 
given size. We shall leave these more com¬ 
plicated formulas to the statisticians, but the 
layman can approximate a decision from two 
simple questions: 

Do the measures extend over the entire 
range for the group in question? An example 
is that of the study of intelligence of college 
students. If we were to measure the intelli¬ 


gence of only those students who fail in col¬ 
lege or those who graduate with honors, we 
should not be testing a representative sampl¬ 
ing of the factor under study. Tests would 
have to be made of those who fail, those who 
do passing work, those who do average work, 
those who are slightly above the average, and 
those who are the best—all in their proper 
proportions. 

The next question is: How many students 
must we have on each part of the entire scale? 
We can answer this by noting whether the 
number of cases measured distribute them¬ 
selves according to the normal frequency 
(normal probability) curve. When the base 
line of the theoretical probability curve has 
been divided into five equal parts and vertical 
lines have been erected at the dividing points, 
five areas result, which include the following 
percentages, reading from left to right: 3, 22, 
SO, 22, 3. This bell-shaped curve seems to 
apply to many living characteristics. It has 
even been found that when the number of 
hairs on the left hind legs of a large number 
of bees are counted, the frequency curve has 
this bell-shape. Because of this universality of 
distribution of human traits, many schools 




A Curve ol normal frequency; bat* line divided 
into three equal porn 
B Shewed curve 

C Base line divided into Eve equol parts 
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and colleges grade their students in con¬ 
formity with this curve. 

When an insufficient number of cases have 
been studied, the frequency curve may be 
skewed or multi-modal in form. This discus¬ 
sion applies only to human traits or reactions 
found in a representative number of non- 
selected persons. That is, if we wish to test 
the intelligence of only the best 10 per cent of 
salesmen in one company, the normal fre¬ 
quency curve would not result. But if we 
were to test the best 10 per cent of all sales¬ 
men in a thousand companies, the plotted 
results would probably follow the normal 
curve. 

Statisticians who are acquainted with sam¬ 
pling theory can, in some instances, use small 
samples to yield greater accuracy than is 
obtained from tallies of complete files. An 
example has been cited for a mail-order firm 
that had some 3 million customers. When 100 
per cent tallies were made, the figures ob¬ 
tained had so many errors that the findings 
were of doubtful utility in sales planning. The 
use of sampling resulted in more precise 
figures. The difference was in the quality and 
acumen on the part of the new personnel that 
was made possible by the less expensive small 
sample technique. These resulted in greater 
care in collecting the data. 2 

7. Have the Data for a Group Been 
Checked by Control Groups ? 

When a group of persons are experimented 
upon in the laboratory to determine the 
effects of smoking, caffeine, scolding, praise, 
music, lighting, or a system of wage payment, 
it is also necessary to measure the same or 
similar reactions of another group of persons 
who are not affected by the same stimuli. One 
investigator experimented upon the effects of 
periodicity of women in the performing of 
certain mental functions. A control group of 
men was used because obviously they could 
not be affected by the same organic condition. 
It was found that the men had more fluctua¬ 
tions which could be looked upon as cyclical 


for twenty-eight-day periods than the women! 
If the control group of men had not been 
used, it is probable that the data of the 
women only would have given quite another 
impression. 

Sometimes experimenters try a new method 
of sales management or lighting or wage pay¬ 
ment and find that the production figures go 
up the next month. These stimuli do cause 
changes in production, but it is well to check 
the new plan by allowing certain groups to 
work under the old system so that the one 
factor which is blamed or praised for the 
change may really be known beyond any 
chance factors that may be bringing about 
the change. In the experiments on the effects 
of drugs, it is absolutely essential to have 
control groups because of the effect of sugges¬ 
tion. It is also essential in proving the effects 
of new methods of motivating or training 
employees. 

8. Do the Conclusions and Suggestions 
Harmonize with General Experience 
and the Judgment of Persons 
Experienced in the Field Studied ? 

Because of the opportunities for misinter¬ 
pretation of statistics, it is well to compare 
the findings with empirical conclusions. The 
man who has had years of experience in any 
field is likely to know many facts and prin¬ 
ciples that cannot be revealed by laboratory 
experiments. 

It should be kept in mind at all times that 
laboratory experiments in human reactions 
usually deal with one factor or one set of 
factors only. An experiment may be sound so 
far as it goes, but psychological laboratory 
conditions seldom approximate actual condi¬ 
tions. Some important human reactions cannot 
be subjected to experiment. Several psycholo¬ 
gists have attempted to measure the reactions 
of persons when in love, angry, fearful, or 
sexually excited; but it has been very difficult 
to achieve genuine mental states in the labora¬ 
tory. All psychological laboratory experiments 
should be looked upon as laboratory experi- 
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ments which may or may not carry over into 
actual life and business. 

If the investigation does not agree with the 
past experience of those who are conversant 
with the empirical facts, then it may be nec¬ 
essary to repeat parts of the research. On the 
other hand, if the study does indicate that it 
would be advisable, all things considered, to 
make certain changes, the research will have 


been a waste of time and money unless the 
changes are made. 

Conclusion 

The research “tools" presented in this 
chapter are not comprehensive, but the dis¬ 
cussion is an attempt to stimulate certain 
types of students to go on and acquire further 
skills in measuring human reactions. 
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PROJECTS 


1. Examine a standard book on the construc¬ 
tion and interpretation of graphs and charts 
and list some of the common errors and fal¬ 
lacies in this field. Find a graph or chart that 
misrepresents the data on which it is based 
and reconstruct it so that it presents a true 
picture. 

2. A doctor made the following statement: “I 
had all the nicotine removed from a ciga¬ 
rette. making a solution out of it. I injected 
half the quantity into a frog with the effect 
that the frog died almost instantly. The rest 
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was administered to another frog with like 
effect. Both frogs were grown and of average 
size. The conclusion is evident that a single 
cigarette contains enough poison to kill two 
frogs." 

Is this a valid argument to prove the harm¬ 
fulness of cigarette smoking? What would be 
the effect of taking the white of an egg and 
injecting a part of it into the human blood¬ 
stream? (For guidance in obtaining the 
answer, look up the chemical nature of rattle¬ 
snake venom.) 
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3. In reading a research report, how can one 
detect whether the writer tried to prove a 
point or merely to present the facts that he 
happened to find? What are the distinguish¬ 
ing characteristics of reports that defend a 
position compared with those that try to pro¬ 
mote an idea? 

4. In a discussion group of thirty industrial 
executives, the leader of the group was op¬ 
posed to a bonus for the foreman of a gang 
of seven workers. Three of the members of 
the group had had experience with bonuses 
for the foreman of small units of production. 
These three men were heartily in favor of a 
bonus for the foreman as well as the workers. 


The leader of the discussion group then asked 
the members of the group to vote for or 
against a foreman’s bonus. The three who had 
had experience with such a situation voted in 
favor of the bonus; the remaining members 
of the group who had had no such experience 
opposed it. 

How can the voting of these executives be 
explained? 

5. Statistically, is the difference between two 
and three the same as the difference between 
ten and eleven? If 10 men can build a house 
in 100 days, can 1,000 men build the house 
in one day? 


A BRIEF CHECK LIST FOR EVALUATING SCIENTIFIC ARTICLES 

1. The analysis of the purpose of the article: 

—is the purpose clearly stated? 

—will the purpose be supported or refuted by the kind of data collected? 

—is sufficient account taken of previous studies in this particular field? 

2. The analysis of the design of the sampling procedure of the experiment involved: 
—is the design of the experiment so formulated that it will give an adequate 

answer to the purpose of the experiment? 

—how are the subjects selected: from the total population, a restricted population, 
or other? 

—is the number of subjects adequate to take care of the purpose of the experi¬ 
ment satisfactorily? 

—are there proper and adequate controls (e g., have controls been properly equated 
with experimental group)? 

3. Analysis of the procedure of the scientific article: 

—are the procedures so described that any other experimenter could duplicate the 
experiment to check the findings? 

—are the data systematically collected and presented? 

4. Analysis of the results: 

—are results correctly and clearly presented? 

—are the units of measurement sound? 

—are graphs properly drawn? 

—are tables properly constructed? 

—are statistical procedures essentially sound? 

—are the proper tests of significance made, such as critical ratio, et al.f 
—do the verbal statements agree with the quantitative and tabular data? 

5. Analysis of conclusions: 

—are the conclusions warranted by the data presented? 

—are significant trends recognized? 

—are the limitations of the experiment recognized? 

For more thorough discussions of analyzing scientific articles see Dael Wolfle, Rensis 
Likert, Donald G. Marquis, and Robert R. Sears. "Standards for Appraising Psy¬ 
chological Research,” The American Psychologist, 4 (1949). 320-328. and Darrell 
Blaine Lucas and Stuart Henderson Britt. Measuring Advertising Effectiveness (New 
York: McGraw-Hill Book Company, 1963). 
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6. Discuss statistical data of business which are 
often compared but which really are not com¬ 
parable, such as bond prices during the Civil 
War and World War II or wages in London 
and in Chicago. Is homogeneity in com¬ 
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Farnsworth, P. R., ed., et al., Annual Review of 
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views, Inc., 1964, pp. 277-346. 
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Industrial Psychology. Homewood, III: The 
Dorsey Press, Inc., 1961, Chapters 36 and 
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parisons of psychological data possible? 

7. Distinguish between immediate or superficial 
causes and remote or fundamental causes. 
How does this apply to retail costs? To 
unemployment? To sales records? 
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APPENDIX 


SOCIAL KNOWLEDGE TEST 


I. KNOWLEDGE OF THE LOWER SOCIAL STRATA 


Each question has several possible answers. Underline the one onswer that is correct or the most 
nearly correct, and put its letter in the parentheses of the end of the doited line. Do not omit any 
question, even if you must guess. 


1. "Come off the oil" means: 

(a) that your wallet is empty (b) to 
stop bragging (c) you look like a gigolo 
(d) you’ve got dandruff. ( ) 

2. "Skid Row" refers to: 

(a) a London street (b) a term used 
in ice-hockey (c) the lowest level of 
the underworld (d) a snowy road .... ( ) 

3. The term "to fade" is used in: 

(a) dice (b) golf (c) dress designing 
(d) billiards . ( ) 

4. "Snafu" is: 

(a) a Hollywood actor (b) a term 
meaning scram (c) a term meaning 
easy going (d) a term meaning dif¬ 
ficulties in progress . ( ) 

5. A "queer" is: 

(a) a stool pigeon (b) a storybook 
fairy (c) an insane person (d) a homo¬ 
sexual . ( ) 

6. A "pug" is: 

(a) a bulldog (b) an English tavern 
(c) a strong cigar (d) a prize fighter.. ( ) 

7. A "frog" is: 

(a) a railroad worker (b) a prostitute 

(c) a thief (d) a Frenchman. ( ) 

3. "To give the bird" is to: 

(a) heckle (b) give a dinner party 

(c) double-cross (d) pay tuition .... ( ) 

9. "Scuttlebutt” refers to: 

(a) rumors (b) bet (c) used cigarette 

(d) a whistle . ( ) 


10. "Two-fingers" refers to: 

(a) a brand of candy bar (b) a sign 
to obtain someone's attention (c) a 
symbol of secrecy (d) a measure used 
by bartenders . ( ) 

11. The term "soup" is slang for: 

(a) nitroglycerine (b) jail (c) freighter 
(d) poison . ( ) 

12. An "uncle" is: 

(a) a jockey (b) a hockey goalie 
fc) a gambler (d) a pawnbroker .... ( ) 

13. A "hot rod" is: 

(a) a hot spoon (b) a fat fisherman 
(c) a fast auto (d) a lucky gambler .. ( ) 

14. "Red-eye" is a term for: 

(a)strong arms (b) bookies (c) pink 
lady beverage (d) cheap whiskey .... ( ) 

15. A "necktie party" is: 

(a) for girls only (b) for men only 
(c) a hanging (d) a high school dance ( ) 

16. The figures on the opposite sides of 
a die of dice always add up to: 

(a) 4 (b) 6 (c) 7 (d) 11 . ( ) 

17. A "cat" is: 

(a) a game of casino (b) a poker hand 
(c) a dead beat (d) a sharp character ( ) 

18. "Heaven-beck" refers to: 

(a) a bird of paradise (b) an angel 
(c) a minister (d) a chicken coop ( ) 

19. “Little joe" is a term used in: 

(a) golf (b) cards (c) dice (d) horse 
rac > n g . ( ) 
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20. "Foo-foo” is: 

(a) perfume (b) ketchup (c) a dog- 
biscuit (d) a rattle . ( ) 

21. A "beezer" refers to: 

(a) a dagger (b) a stiff test (c) nose 
(d) magazine . ( \ 

22. A "foul ball” is: . 

(a) a vexatious person (b) an army 
officer (c) a rum drink (d) a cop_( ) 

23. A "skin slammer" refers to: 

(a) a doctor (b) adhesive tape (c) a 
drummer (d) a politician. ( \ 

24. A "cokey" is: ' 

(a) a horse (b) a bad mistake (c) a 
drug addict (d) an imbecile. ( ) 

25. A “deep-sea chef” is: 

(a) a fisherman (b) a lover of sea¬ 
food (c) a dishwasher (d) a man who 
prepares tabasco sauce . ( ) 

26. A "quail" is: 

(a) a dog (b) a truant boy (c) a 
woman (d) a foreigner. ( ) 

27. A "snow bird" is: 

(a) a dope addict (b) a nude paint¬ 
ing (c) a race horse (d) a night club.. ( ) 

28. The term "shiv" refers to: 

(a) a bad cold (b) a delirium (c) a 
chaplain (d) a knife. ( ) 

29. A "chucker" is a name for: 

(a) chuck wood (b) a baseball pitcher 
(c) a braggart (d) an extravagant 
person . ( ) 

30. A "daisy cutter" is: 

(a) a farm implement (b) a milliner 

(c) a low ball (d) a rustic. ( ) 

31. "Boondocks" refers to: 

(a) a country shack (b) a backwoods 
location (c) a small canoe (d) a hound ( ) 

32. To "highball" is to: 

(a) stagger (b) tip-toe (c) dance 

(d) go at top speed. ( ) 

33. "Little Phoebe" is: 

(a) a stolen purse (b) a dice term 
(c) a deputy sheriff (d) a baby’s doll ( ) 

34. An "eightball" is: 

(a) a poor loser (b) an incompetent 
person (c) a team mascot (d) a good 
sport . ( ) 

35. A "sun-pecked jay" is: 

fa) a bird (b) a rustic, who lives in the 
city (c) an informer (d) a bird food ( ) 

36. In the language of sports, a "screw- 
armer" is: 

fa) a southpaw fb) a right-hander 

fc) a man who fixes roller skates 

fd) a water boy . ( ) 

37. "Dominie" is a term referred to when 
speaking of: 


(a) a game (b) a priest (c) sugar 
(d) profanity . ( \ 

38. "Annie Oakley" refers to: 

(a) a free pass (b) an English actress 
(c) Tom Oakley’s wife (d) a machine 

S™ . ( ) 

39. The "black gang" refers to: 

(a) slaves (b) spiritualists (c) a secret 
society (d) machinists in the Navy.... ( ) 

40. A "job robber" is: 

(a) a foreman (b) a bookie (c) an 
overzealous piece worker (d) a stool 
P'gcon . ( ) 

41. "To lower the boom” means: 

(a) to hit somebody (b) to anchor 

(c) to be inebriated (d) to bluff .... ( ) 

42. "Joe" refers to: 

(a) a man (b) the mouth (c) dope 

(d) a cup of coffee . ( ) 

43. "Yack” means: 

(a) to talk seldom (b) a stupid per¬ 
son (c) a criminal (d) a billygoat .... ( ) 

44. A "bim” is: 

(a) a jitterbug (b) a plastic record 

(c) a convict (d) a tough girl. ( ) 

45. A "chippy" is: 

(a) a billiard ball (b) a girl (c) a small 
ship (d) a score of three in dice. ( ) 

46. A "gibroni" is: 

(a) a crying doll (b) a jerk (c) a pilot 

(d) a chef. ( ) 

47. To "lose one’s marbles” means to: 

(a) lose money (b) be a simpleton 

(c) be drunk (d) lose a job. ( ) 

48. A "bindle stiff" is: 

(a) a flower (b) a college professor 

(c) a tramp (d) a dead crook. ( ) 

49. A "thomback" is: 

(a) a rose bush (b) a spinster (c) a 
bank-teller's window (d) a fish. ( ) 

50. A "gapper" is: 

(a) an addict in need of dope (b) a 
ditch digger (c) a consumptive (d) a 
fishing rod . ( ) 

51. In a game of dice the "odds" are the 
same for making the number four as 
for making the number: 

(a) 8 (b) 6 (c) 10 (d) 7. ( ) 

52. "Land grabbers" are: 

(a) chains (b) shoes (c) animals 

(d) farmers. ( ) 

53. A "whey belly” is: 

(a) a fat man (b) a bald man (c) a 
starved cat (d) a poor horse. ( ) 

54. A "geek" is: 

(a) a clown (b) the wildman in the 
circus sideshow (c) a bookie (d) a ham ( ) 

55. A "pad” is: 
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(a) a tiger (b) a one-room apartment 

(c) a bald man (d) a stone. ( ) 

56. The expression “croaker” refers to: 

(a) morticians (b) bootleggers (c) 
doctors (d) preachers . ( ) 

57. A "flunkie” is: 

(a) a dope addict (b) a goal in ice 
hockey (c) a brain who wears glasses 

(d) a cringing person . ( ) 

58. A “ridgerunner” is: 

(a) a southern hillbilly (b) a moun¬ 
tain climber (c) a ski instructor (d) a 
forester . / \ 

59. “Run-em” is a term used in: 

(a) horseracing (b) casino (c) poker 
(d) bridge . / \ 

60. A "round heel” is: 

(a) a politician (b) a poor prize fighter 
(c) an alcoholic (d) a salesman .... ( ) 

61. A "vegetable” is: 

(a) a fruit (b) a helpless patient 
a worm W a stag party.( ) 

62. "Slum” has reference to: 

(a) a boarding house (b) meat stew 
(c) prison clothes (d) beer. ( ) 

63. The term "down and go" is used in: 

u 3 n ££ Force racin * < c ) foot - 

ball (d) cards . / \ 

64. "Flat ball” refers to: 

(a) baseball (b) bowling (c) foot¬ 
ball (d) golf. / \ 

65. A "tout” is a person who: 

(a) never bets (b) is a tightwad (c) is 
often seen at the race tracks (d) wears 
zoot suits . ( ) 


66. "Travelers” are: 

(a) nervous twitches (b) head lice 
(c) crutches (d) tears in stockings .. ( ) 

67. A “hood" is: 

(a) a woman’s head gear (b) a criminal 

(c) a fence (d) a pot. ( ) 

68. A “chit" is: 

(a) a young girl (b) a receipt (c) a 
bill (d) a small black bird. ( ) 

69. "Red lead" refers to: 

(a) hot steel (b) whiskey (c) a bullet 

(d) ketchup . ( ) 

70. When one is a "shiny-back" it means 
that he belongs to: 

(a) a football team (b) an orchestra 
(c) a baseball team (d) a bald men’s 

c,u *> . ( ) 

71. A "twist" is: 

(a) a woman (b) a tennis racket 
(c) a prison trusty (d) a formal dance ( ) 

72. A "hussle” is: 

(a) a fishing rod (b) an attorney 
(c) a bothersome situation (d) a beer 


Party . 

73. A "binte" is: 

(a) an isolated cottage (b) an over¬ 
coat (c) a humorous book (d) an 
unwieldy crow-bar . 

74. A "dizzy stick" is: 

(a) a pogostick (b) a clarinet (c) a 
drummer (d) a cigarette. 

75. A "night line" is: 

(a) a policemen’s beat (b) a sheik’s 
conversation (c) a fishing device (d) a 
rendezvous . 


( ) 

( ) 
( ) 

( ) 


II. KNOWLEDGE OF THE UPPER SOCIAL STRATA 


Encircle "T” if the statement is true; " F " 


if it is false. 


1. Table service is usually placed with 

the oyster fork at the outer edge, 
so that one uses the silver from the 
outside toward the plate. 

2 . Replies to all invitations may be 


typewritten or engraved . T 

3. Children should remain seated when 

being introduced . j 

4. When shopping, it is not good eti¬ 
quette to thank the salesman .. T 


5. Informal invitations should be writ¬ 

ten by the lady herself in the first 
person . 

6. The person who calls on the tele¬ 

phone should be the one who termi¬ 
nates the conversation . 


F 

F 

F 

F 

F 

F 


7. On the whole, for engaged couples it 

is in good taste to show signs of affec¬ 
tion in public. T F 

8. Manners do not change much funda¬ 

mentally; only in outward manifesta¬ 
tions . t p 

9. After one has finished eating, the fork 
should be laid on the plate with the 

tines upward . T p 

10. Letters of condolence should be sent 

on black-edged paper . T F 

11. At a concert it is customary to ap¬ 

plaud the performance between the 
various movements of a symphony .. T F 

12. A man should not ask a young lady 

for a date in the presence of others .. T F 
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13. If an inexperienced servant blunders, 

you should pretend, if you can, not to 
know it . j 

14. "Double-redouble" is descriptive of a 

phrase of contract bridge . T 

15. A woman should not permit a new 

chance acquaintance to pay for her 
meals in the train . 7 

16. When a newcomer is introduced to 

the members of a group, his name 
must be repeated to each member of 
the group . »P 

17. When serving a meal, all drinks 

should be served on the right. T 

18. When a servant at a door says "Not 
at home," this phrase means that the 
lady of the house is not at home to 
visitors; it is a more polite expres¬ 
sion than "Not receiving" because it 
leaves the pleasant uncertainty that 

it is quite possible she really is out .. T 

19. A "bread and butter" letter is written 
to your hostess thanking her for a 


pleasant weekend .T 

20. If a clergyman is present at a dinner 
party, in a home, he should be asked 
to say grace . T 


21. At informal dinners, people do not 
usually go in to dinner arm in arm .. T 

22. A navy blue or black suit will not 

do in place of a cutaway at a very 
small or country wedding. T 

23. The time limit for occupancy of a 
hotel room is usually between three 
and six p.m. of the following day .. T 

24. The expression "Meet so-and-so” is 


permitted in society. T 

25. Pink and blue stationery are in es¬ 
pecially good taste . T 

26. Etiquette concerning the armed ser¬ 

vices makes it necessary to introduce 
a rear admiral, for example, as ad¬ 
miral . T 

27. It is never proper for a man to look 

over a restaurant bill before paying 
it when he has people dining with 
him . 7 

28. Formal invitations are written in the 

third person . 7 


29. When one is introducing a friend to 
another friend, the younger person is 
presented to the older person .... T 

30. A person is stymied in golf when he 


cannot putt directly because of inter¬ 
ference from another ball . T 

31. A full dress suit does not require a 
shirt with a stiff front. 7 


F 

F 

F 


F 

F 


F 

F 

F 

F 

F 

F 

F 

F 


F 


F 

F 

F 

F 

F 


32. A man sitting next to a strange 
woman in a theater should assist her 
when she wishes to take off her coat 

33. When registering at a hotel, it is 

proper to sign, “Mr. John Doe and 
Wife" . 

34. In a restaurant, a woman waits until 
she is seated before removing her coat 

35. It is not necessary to answer infor¬ 
mal invitations . 

36. Any guest who is older than the 

guest of honor may leave before he, 
or she, does . 

37. It is correct for an unmarried woman 
to ask the gentleman she knows best 
to act as host when giving a dinner 

38. In good society, ladies do not kiss 

each other when they meet either at 
parties or in public . 

39. The proper way for a bachelor to 

entertain a debutante is to ask her to 
tea or to the theater. 

40. The butler is the most important 
servant in every big establishment 

41. A very smart invitation to a wedding 
ceremony is one that has a raised 
margin formed by a plate mark .... 

42. In a Pullman car, a woman may 

dress in her own berth or in the 
dressing room . 

43. Appropriate dressing plus good taste 
is all that is necessary for good attire 

44. Chukker is a period of play in a polo 

game . 

45. The phrase table d’hote on a menu 

means a fixed price for a meal, re¬ 
gardless of how much or how little of 
it one orders . 

46. One should wipe one’s mouth before 

drinking any water . 

47. Wedding announcements are invita¬ 
tions to attend the ceremony . 

48. An unmarried woman signs her name 

"Alice Burt" rather than "Miss Alice 
Burt" . 

49. It is snobbish not to adopt the cus¬ 

toms of the community of which one 
has become a member. 

50. When casual acquaintances meet, the 

man should be the first to speak to 
the woman . 

51. It is not wise to tip the head waiter 

even if special attention is desired, 
as it is the head waiter’s duty to give 
special attentions . 

52. Ladies always wear gloves to formal 

dinners and take them off at the table, 
putting them in their laps. 


T F 

T F 
T F 
T F 

T F 

T F 

T F 

T F 
T F 

T F 

T F 
T F 
T F 

T F 
T F 
T F 

T F 

T F 

T F 


T F 

T F 
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53. It is correct for a man to shake hands 

with his gloves on if they cannot be 
removed quickly . T F 

54. It is permissible to drink bouillon by 
lifting the cup, as one would drink 

^ . x p 

55. The engagement ring may be worn 

,n P ubl,c before the betrothal is an¬ 
nounced . T F 

56. Red wine is preferable to white wine 

with fish courses . j p 

57. It is not correct for the hostess to'be 

served first . T P 

58. The term "My dear" in' correspond¬ 
ence is more formal than "Dear” T F 

59. A young man may continually go to 

see a young girl even if she shows 
him scant attention or even if she 
indicates that she is not interested T F 

60. One should congratulate a woman on 

her engagement . j P 

61. A man raises his hat when giving 

directions to a strange woman on the 
street . j P 

62. A woman never rises to an introduc- 

Uon . T p 

63. When an engagement is broken, gifts, 

u/u CrS ’ elC '’ are returned . T F 

64. When paying your respects to the 

bnde and groom, it is proper to offer 
them both congratulations . T F 

65. The invitation to the church cere¬ 
mony always requests the honor and 


never the honour of your presence .. T 

66. The fundamental difference between 

a ball and a dance is that people of 
all ages are asked to a ball, while 
only those of approximately the same 
age are asked to a dance. T 

67. The word “ball" is never used except 

in an invitation to an affair that is 
public . T 

68. In hotels, "European Plan" means 

that meals are included in the rate 
charge . T 

69. When entering a room with a guest 

the hostess goes first only when the 
guest is a stranger in the house .... T 

70. When a man is walking with two 

women on the street, he should walk 
between them . T 

71. When first names are to be written 

on a card, the husband’s name is 
written first . X 

72. If the maid offers to do some extra 
work while you are a guest at the 
home in which she is employed, it is 
not necessary that you tip her .... T 

73. Antibes is a summer resort on the 

French Riviera . X 

74. As long as the audience enjoys it, a 

person who talks well should be en¬ 
couraged to monopolize the conversa¬ 
tion . X 

75. The bride should always carry flowers 

at a formal wedding . T 


KEY TO SOCIAL KNOWLEDGE TEST 

I. Knowledge of the Lower Social Stroto 


!• (b) to stop bragging 

2. (c) the lowest level of the underworld 

3. (a) dice 

4. (d) term meaning difficulties in progress 

5. (d) homosexual 

6. (d) prize fighter 

7. (d) Frenchman 

8. (a) heckle 

9. (a) rumors 

10. (d) a measure used by bartenders 

11 . (a) nitroglycerine 

12 . (d) pawnbroker 

13. (c) a fast auto 

14. (d) cheap whiskey 

15. (c) a hanging 

16. (c) 7 

17. (d) sharp character 

18 . (c) a minister 


19. (c) dice 

20 . (a) perfume 

21. (c) nose 

22 . (a) a vexatious person 

23. (c) a drummer 

24. (c) drug addict 

25. (c) a dishwasher 

26. (c) woman 

27. (a) dope addict 

28 . (d) knife 

29. (b) a baseball pitcher 

30. (c) low ball 

31. (b) a backwoods location 

32. (d) go at top speed 

33. (b) dice term 

34. (b) an incompetent person 

35. (b) a rustic, city person 

36. (a) southpaw 
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37. (b) priest 

38. (a) a free pass 

39. (d) machinists in the Navy 

40. (c) an overzealous piece worker 

41. (a) to hit somebody 

42. (d) a cup of coffee 

45. (b) a stupid person 

44. (d) tough girl 

45. (b) girl 

46. (b) a jerk 

47. (b) be a simpleton 

48. (c) tramp 

49. (b) spinster 

50. (a) an addict in need of dope 

51. (c) 10 

52. (b) shoes 

53. (d) a poor horse 

54. (b) the wild man in the circus sideshow 

55. (b) one-room apartment 

56. (c) doctors 


57. (d) cringing person 

58. (a) southern hillbilly 

59. (c) poker 

60. (b) poor prize fighter 

61 . (b) helpless patient 

62. (b) meat stew 

63. (d) cards 

64. (b) bowling 

65. (c) is often seen at the race tracks 

66. (b) head lice 

67. (b) a criminal 

68. (b) receipt 

69. (d) ketchup 

70. (b) an orchestra 

71. (a) woman 

72. (c) a bothersome situation 

73. (b) overcoat 

74. (d) cigarette 

75. (c) fishing device 


II. Knowledge of the Upper Social Sirota 


1. True 

20. True 

2. False 

21. True 

3. False 

22. False 

4. False 

23. True 

5. True 

24. False 

6. True 

25. False 

7. False 

26. True 

8. True 

27. False 

9. True 

28. True 

10. False 

29. True 

11. False 

30. True 

12. True 

31. False 

13. True 

32. False 

14. True 

33. False 

15. True 

34. True 

16. False 

35. False 

17. True 

36. False 

18. True 

37. True 

19. True 

38. True 


39. True 

58. True 

40. True 

59. False 

41. True 

60. False 

42. True 

61. True 

43. True 

62. False 

44. True 

63. True 

45. True 

64. False 

46. True 

65. False 

47. False 

66. True 

48. True 

67. True 

49. True 

68. False 

50. False 

69. True 

51. False 

70. False 

52. True 

71. False 

53. True 

72. False 

54. True 

73. True 

55. False 

74. True 

56. False 

75. False 

57. True 



NORMS 

For Lower For Upper 
Social Strata Social Strata 

RAW SCORE OR RAW SCORE OR 

Rank for number richt number right 


College Students 

Men 

Women 

Men 

Women 

Highest fifth .... 

5*-75 

45-75 

56-75 

60-75 

Second fifth .... 

53-57 

38-44 

51-55 

55-59 

Middle fifth .... 

49-52 

31-37 

48-50 

52-54 

Fourth fifth .... 

42-48 

23-30 

45-47 

47-51 

Lowest fifth .... 

0-41 

0-22 

0-44 

0-46 


The most helpful interpretation of the scores 
on the "Social Knowledge Tests" is to score 
both the Lower and Upper Social Strata sections 
and note the difference or similarity between the 
two rankings, connecting them by a line, as in 
these four examples: 


Quintile 
on Lower 

S _ 

4 

3 
2 
1 

Quintile 
on Lower 

5 

4 
3 

2 / 

1 / 


Quintile 
on Upper 

_5 

4 

3 

2 

1 

Quintile 
on Upper 

/ 5 < 

3 

2 

1 


Quintile 
on Lower 
5 
4 
3 
2 
1 


Quintile 
on Upper 
5 
4 
3 
2 
1 









A TEST OF 

PERSONALITY MATURITY 


. h ° V * h ' 9h obs,rocr intelligence ond still lock personality maturity. He may be bright 
10 ® s u y ° certain books, but he moy never have studied the kinds of books or had the ex¬ 
periences that are necessary to make him a well-adjusted, mature adult. 

aturity is, after all, not a matter of age. Some young people ore relatively mature, ond some 
o P eo P'e ore still children in their points of view and attitudes toward important ospects of life, 
in Chapter 9 we described the way in which the following personality-maturity test was developed. 
Apply the questions to yourself and refer to the key on pages 615 and 616 for the proper scoring. 
Then consult the table at the end of the key, entitled - Whot Your Score Means.” 

PERSONALITY-MATURITY TEST. Check one and only one of the possible answers to each question. 


1. The manner in which my employers or 
teachers have treated me is that they 

□ a. always tried to make my life miserable 

by constant nagging. 

□ b. had a tendency to criticize me when¬ 

ever they could. 

□ c. were indifferent to me so long as I 

conformed with their regulations or 
performed work satisfactorily. 

□ d. helped me in my work a great deal. 

□ e. helped me and praised me for my 

conscientiousness. 

□ /. condemned me when at fault and 

praised me when I deserved it. 

2. When taking part in card games or athletic 
contests where my side or I fail to 
win, I usually react to the defeat 

□ a. by studying possible reasons for the 

defeat in order to improve my skill. 

□ b. by admiration of the perfection of the 

other person’s skill. 

□ c. by feeling inferior to the other person. 

□ d. by feeling that, at any rate. I’m su¬ 

perior in other things. 

□ e. by realizing the relative unimportance 

of defeat or victory in such games 
and promptly forgetting the defeat. 

□ /. by thinking the other fellow got the 

breaks that time; maybe I will next 
time. 

3. When forced to give up a plan or ambition 


such as to go to college, to make a 
fortune, to marry a certain person, 
etc., I find that I 

□ a. am sure that I shall be unhappy for 

the rest of my life. 

□ b. have so many interests that I soon 

have something to take its place. 

□ c. am determined to get it at any cost 

if it takes the rest of my life. 

□ d. am sure that God’s will is for the 

best. 

□ e. try to reconcile myself to the loss 

and make the best of it. 

□ /. figure that's my luck and I shouldn’t 

have hoped for anything in the first 
place. 

□ g. never had a plan or ambition of vital 

importance that I had to give up. 

□ h. am unhappy for some time but get 

over it. 

4. The extent to which people seem to like 
me is 

□ a. either very much or not at all. 

□ b. people like me a little but not enough 

to have me for their best friend. 

□ c. everyone seems to like me at first 

meeting. 

□ d. people like me only if they know me 

very well. 

□ e. no one likes me. 

□ /. many people like me to some extent. 
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□ £• I cannot tell. 

□ h. people like me if I can do them a 

favor. 

□ i. people like me at first but later they 

change their opinion. 

5. My tendency to call the attention of others 

to my failures, defeats, or inabilities is 

□ a . I always tell people about them when¬ 

ever they seem interested. 

□ b. I tell people about my failures only 

when it’s incidental to the conversa¬ 
tion. 

□ c. I very seldom mention my defeats to 

anyone to avoid seeking sympathy. 

□ d. I never mention my defeats; people 

think I’m either looking for sympathy 
or admitting my inferiority. 

6. People whose opinions differ from mine 

□ a. are unsocial and peculiar. 

□ b. are egotistical. 

□ c. are in need of more training. 

□ d. are justified in having their own 

opinions. 

□ e. simply differ from me in background. 

□ /. are in need of more years of experi¬ 

ence. 

□ g. are usually superior to me in intel¬ 

ligence. 

□ A. are more informed on the particular 

subject. 

7. The kind of opponent I prefer in a game or 

contest is one who is 

□ a. a master and my superior, because I 

have a greater chance of improving my 

□ b. somewhat superior, because it makes 

the contest more stimulating to me. 

□ c. an equal, since we both do our best 

and have an equal chance to win. 

□ d. an inferior whom I know I can beat. 

(Then I feel I’m superior in one thing 
at least.) 

□ «. a good sport, regardless of his skill. 

8. Life, for me, is worthwhile in the extent to 

which I have the privilege of living in 
a political, social, and economic world 
that 

□ a. is on a simpler scale than this present 

organized society. 

□ b. would remain as it is now. 

□ c. is orderly and seemingly logical in its 

changes for the better. 

□ d. is in a state of change where I can 

utilize its changing requirements for 
my own development and the satisfac¬ 
tions of others. 

□ e. is constantly changing. 

□ /. is considerably improved over this 

world. 


9. My tendency to argue with my associates is 

□ a. I’m always ready for a good, hot ar¬ 

gument. 

□ b. I usually argue if I’m at all interested. 

□ c. I seldom argue with anyone; I prefer 

an intellectual argument with myself. 

□ I dislike to get into arguments and 
avoid them as much as possible. 

□ e. I hate arguments. 

□ /. I argue only in a free-for-all discussion. 

□ g. I like to test the other person’s knowl¬ 

edge. 

10. When a person not in my family criticizes 

me. my usual reaction is to 

□ a. analyze the critic as to why he criti¬ 

cized me. 

□ b. ask him for the reason of the criticism. 

□ c. say nothing and forget about it. 

□ d. criticize him when I get the chance. 

□ «. defend myself verbally if I think I am 

right. 

□ /. say nothing but hold a grudge against 

him. 

11. In order to succeed in a vocation, family 

influence, "pull,” or "drag" is 

□ a. always harmful. Eventually it will be 

difficult for the benefited person to 
face future problems without his usual 
"drag.” 

□ b. usually harmful rather than helpful. 

□ c. helpful only in getting started in one's 

vocation. 

□ d. helpful at times but not necessary. 

□ e. always helpful but not necessary. 

□ /. necessary in order to achieve promi¬ 

nence. 

□ g. always helpful and always necessary. 

12. I believe that the extent to which an indi¬ 

vidual can learn to enjoy life nobly 
depends upon 

□ a. the way in which he responds to his 

environment (assuming that the en¬ 
vironment is reasonably good) and 
uses it to develop his natural abilities. 

□ b. the way in which he responds to an 

environment that has many facilities 
for his development. 

□ c. the way in which he utilizes his en¬ 

vironment, even though the facilities 
of that environment are poor. 

13. My reaction to the thought of my own death 

is to 

□ a. greatly abhor the thought. 

□ b. dislike the thought but do not express 

my feeling. 

□ c. take it for granted as an eventual in¬ 

evitability and not think about it often. 

□ d. frequently speculate about it, wishing 
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that I had the nerve to become ex¬ 
perimental. 

□ e. secretly wish that I were dead but not 

often say it to others. 

□ /. openly wish that I were dead. 

□ g- never give it a thought. 

14. The extent to which I try to make a favor¬ 

able impression on other people is to 

□ a. make definite plans and devote much 

time to it. 

□ b. seldom plan to do so in advance but if 

the opportunity arises try to make a 
good impression. 

□ c devote a slight amount of time to it. 

□ d. dislike the practice in others and never 

do it myself. 

15. When confronted by an unusual problem in 

work or study 

□ a. I never hesitate to seek help from 

someone who knows more about it. 

□ b. I usually ask some close friend to help 

me. 

□ c. I very seldom bother anyone enough 

to ask him to help me. 

□ d. I usually ask a friend if I am sure 

he knows more about it. 

□ e. 1 make every effort to solve it before 

asking anyone for help. 

16. Life, for me, is worthwhile to the extent 

to which I have the privilege of living 
among friends and relatives who are 

□ a. more congenial than the present ones. 

□ b. stimulating intellectually. 

□ c. I need more friends and relatives 

than I now have in order to be happy. 

□ d. the ones I now have are sufficient to 

stimulate me satisfyingly. 

□ e. they are unnecessary for my happiness. 

□ /. interested in the things that interest 

me, common interests. 

17. When a member of my family criticizes me 

. severely or nags me. my usual reaction 
is to 

□ a. resent it but say nothing. 

□ b. keep peace in the family by agreeing 

with the other person and flattering 
him. 

□ c. say nothing but try to get even later. 

□ d. maintain my self-respect by arguing 

back. 

□ e. try to understand the reason why the 

other person is citicizing or nagging 
me. 

□ /. get angry and argue. 

18. My feeling about calling the attention of 
others to my activities, abilities, or 
achievements is 

□ a. I seek the attention of others and do 

it deliberately. 


□ b. I seek the attention of others but do 

not do it obviously. 

□ c. I like the attention of others but do 

not solicit it. 

□ d. I hate to call attention to myself in 

any way and always avoid speaking 
about myself. 

19. The importance of my personal appearance 

to me is 

□ o. very great; I spend much time in 

studying and improving it. 

□ 6. moderate, and I devote only a small 

amount of time to it. 

□ c. so slight that I spend only enough time 

at it to keep from looking conspicuous. 

□ d. of little or no interest to me. 

□ e. very important to me, but I spend 

only a moderate amount of time on it. 

20. I find enjoyment in the companionship and 

friendship of 

□ a. members of the opposite sex; they 

understand me better. 

□ b. people who are congenial to me re¬ 

gardless of their sex. 

□ c. members of my own sex because I 

get along with them better. 

□ d. I do not feel the need of companion¬ 

ship or friendship with anyone of 
either sex. 

21. The way in which I react to religion is 

□ a. that I do not personally need any 

religion but think that it is necessary 
for most people. 

□ 6. I read about and observe various 

religions and eventually may decide 
upon one for myself. 

□ e. I am inventing a religion of my own 

which I hope will some day be satis¬ 
factory for me. 

□ d. I now have a religion which satisfies 

me. 

□ e. the religion of my parents is most 

satisfactory to me. 

□ /. the religion of my parents is not satis¬ 

factory but I accept it. 

□ g. that religion is very burdensome to me 

but necessary. 

22. The extent to which I study and read about 

social or economic changes in other 
countries of the world is 

□ a. I am not interested in conditions in 

other parts of the world. 

□ 6. I am too busy solving my own prob¬ 

lems to think about those in other 
parts of the world. 

□ c. I am trying to locate accurate infor¬ 

mation about conditions there. 

□ d. I am more interested in conditions in 
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other parts of the world than in those 
here. 

□ e. I should like nothing better than to 

study and read about conditions in 
other parts of the world. 

□ /. I am interested in studying conditions 

in other parts of the world in order to 
make comparisons with my own part 
of the world. 

23. When forced to speak in public, I find that 

□ a. it is extremely difficult and causes me 

embarrassment or stuttering. 

□ b. it is difficult, but I can manage it 

without much evidence of embarrass¬ 
ment. 

□ c. it is a challenge to my self-respect so 

that I do it without flinching. 

□ d I tan usually speak without much 

effort. 

□ e. I always enjoy speaking to an audi¬ 

ence. 

□ /. it is very difficult unless I am sure of 

the friendliness of the audience. 

24. The extent to which I study or read about 

social, political, or economic changes 
in my own country is 

□ fl. I read much relative to them. 

□ b. I read only those things I’m especially 

interested in. 

□ c. I read them only when there’s nothing 

else to read or when I have to. 

□ d. I read them incidentally as I read the 

newspapers and periodicals. 

□ e. I read them only enough to be able 

to discuss them intelligently. 

25. My reaction to seeing news items published 

about myself is 

□ a. I enjoy seeing them and often show 

them to my friends. 

□ 6. I rather like to see my name in print, 

but it’s not very important to me. 

□ c. seeing my name in print is of no in¬ 

terest to me at all. 

□ d. seeing my name in print amuses or 

disgusts me. 

□ e. I am proud to show people my name 

in print if the item isn't derogatory. 

□ /. I intensely dislike to see my name in 

print. 

26. My attitude toward omens, premonitions, 

etc., is that 

□ a. in my life I have known them to in¬ 

dicate almost without exception suc¬ 
cess or failure of some activity. 

□ b. they usually predict the success or 

failure of some activity. 

□ c. I can't decide whether it is chance or 

whether they actually do predict. 


□ d. I don't believe they ever predict any¬ 

thing for anyone. 

□ e. I realize they are false but find myself 

heeding them. 

27. The extent of my activity in group or social 

meetings is 

□ a. I always try to lead in the discussions. 

□ 6. I take part in the discussions only if 

I know something about the subject. 

O c. I do not take part in the discussions 
unless I am positive of the worth and 
truth of what I am saying. 

□ d. I never take part in the discussion 

because I very much dislike talking in 
a group. 

□ «. I take part to keep things moving but 

not to lead. 

28. The extent to which I visit fortune-tellers is 

□ a. I consult them only when confronted 

with a serious dilemma and can’t de¬ 
cide what to do. 

□ b. I visit them sometimes when friends 

I know are going to do so. 

□ c. I only consult them when I wish to 

see if I can discover the techniques 
used. 

□ d. I never go to a fortune-teller; I think 

they’re fakes. 

□ e. I go there for entertainment. 

29. The extent to which I take financial risks is 

□ a. I take many serious risks because if 

I win I win a great deal. 

□ b. I take serious risks only when the 

balance is in my favor. 

□ c. I take no serious risks; the losses 

would overwhelm me if I didn’t win. 

□ d. I take a few minor chances since I 

wouldn’t be greatly injured should I 
lose. 

□ e. I take no chances of any kind; I pre¬ 

fer to be safe where I am now. 

30. When emotional problems or difficulties con¬ 

front me 

□ a. I enjoy them because I love to over¬ 

come them; they stimulate me. 

□ b. they don’t interest me particularly; 

I'm used to them. 

□ c. they are just another obstacle in my 

path which temporarily impedes me. 

□ d. I have no emotional problems or dif¬ 

ficulties. 

□ e. I stick them out although they wear 

me down. 

31. In regard to nature, I believe that 

□ a. nature is intrinsically good; if I could 

be in complete harmony with nature I 
could avoid all evil. 

□ b. nature is essentially good, but it must 

be subject to control by man. 
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□ c. nature is evil; if it could be completely 

subjugated we could eliminate all vice. 

□ d. only a few things in nature are innate¬ 

ly bad, but they do not cause us great 
worry now that science has shown us 
that even innate mechanisms can be 
used advantageously. 

□ e. nature is neither good nor bad; it 

simply offers material with possibilities 
and limitations for the individual’s de¬ 
velopment. 

32. My attitude toward the world in general is 
that 

□ a. it is filled with evil; the faster I can 

escape it the better off I shall be. 

□ b. it has a great many temptations so that 

it is difficult for anyone to remain 
good. 

□ c. the world is an interesting panorama; 

I am interested in utilizing my time in 
investigating it. 

□ d. the world is good if people would live 

lives of worth and true goodness. 

□ e. I live only once, so I intend to enjoy 

it instead of trying to explain it. 

□ /. I am a part of the world, whether good 

or evil, so I intend to live to the fullest 
extent of my capabilities. 


33. Assuming that everyone wants enough money 

to satisfy his needs for food, clothing, 
and shelter, I also want more money 

□ a. so that I can have a better house, 

larger car, more beautiful clothes, etc. 

□ 6. to carry out plans that I would like to 

put into effect, such as improving my 
business or professional ability. 

□ c. I don’t want any more money. 

□ d. to be able to share it with others. 

□ e. I don’t want any more money because 

I think it destroys more happiness than 
it creates. 

□ /. I want enough money so that I can do 

as I please. 

34. When I read the daily papers, my attitude 

toward items relating to my vocation 
(managing a home is considered a 
vocation) is 

□ a. I always read items relating to my 

vocation. 

□ b. I read only those items that especially 

interest me. 

□ c. I very seldom read anything about my 

vocation; I have enough of that all 
day long. 

□ d. I never read anything about it. I 

hate it. 


KEY TO PERSONALITY-MATURITY TEST 
Subtract total minus score from total plus score. 


1. (a) -3 

2. (a) +4 

3. (a) - 3 

4. (a) 

0 

(b) -2 

(b) 0 

(b) +10 

(b) 

-3 

(c) +4 

(0 -3 

(c) 0 

(c) 

0 

(d) 0 

(d) -3 

(d) - S 

(d) 

0 

(e) -1 

(c) +8 

(c) + 2 

(c) 

0 

(0 +6 

(0 -4 

(f) - 3 

(0 

+ 8 



(g) + 6 

(g) 

-2 



(h) 0 

(H) 

-2 




(i) 

0 

5. (a) -3 

6. (a) -2 

7. (a) -2 

8. (a) 

0 

(b) +8 

(b) 0 

(b) +6 

(b) 

-5 

(c) +2 

(c) -3 

(c) 0 

(c) 

+ 6 

(d) -1 

(d) +8 

(d) -5 

(d) 

+ 6 


(e) +4 

(e) +8 

(e) 

+ 2 


(0 -2 


(0 

-3 


(g) -1 





(h) -1 




9. (a) -2 

10 . (a) +8 

H. (a) -2 

12. (a) 

-1 

(b) +8 

(b) +6 

(b) 0 

(b) 

-2 

(c) 0 

(c) -3 

(c) +8 

(c) 

+ 8 

(d) 0 

(d) -2 

(d) +8 



(e) -4 

(e) +4 

(e) 0 



(0 o 

(0 -4 

(0 -4 



(g) o 


(g) "4 
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U. (a) - 2 

(b) - 3 

(c) +10 

(d) - 1 

(e) - 2 
(0 - 3 
(g) ~ 1 


14. (a) -1 

(b) +8 

(c) -2 

(d) -2 


IS. (a) +6 

(b) -3 

(c) 0 

(d) 0 

(c) +2 


16. (a) -4 

(b) +8 

(c) -2 

(d) 0 

(e) -4 
(0 +4 


17. (a) 0 

(b) -3 

(c) -3 

(d) +2 

(e) +8 

(0 -2 


18. (a) -1 

(b) -4 

(c) +8 

(d) 0 


19. (a) -2 

(b) +4 

(c) 0 

(d) -3 

(e) +4 


20. (a) -3 

(b) +8 

(c) -3 

(d) -3 


21. (a) -2 

(b) +6 

(c) +4 

(d) +8 

(e) -2 
(0 “3 
(g) "3 

25. (a) -3 

(b) +8 

(c) 0 

(d) 0 

(e) -2 
(0 "3 


22. (a) —5 

(b) 0 

(c) +6 

(d) -2 
(c) 0 
(0 +8 

26. (a) - S 

(b) - 4 

(c) - 3 

(d) +10 
(c) - 4 


23. (a) -4 24. (a) +6 

(b) +6 (b) 0 

(c) 0 (c) -4 

(d) +4 (d) o 

(e) +2 (e) +4 

(f) 0 


27. (a) +4 

(b) +6 

(c) 0 

(d) -4 

(e) 0 


28. (a) - 4 

(b) - 3 

(c) " 3 

(d) +10 

(c) 0 


29. (a) 0 

30. (a) 0 

31. (a) - 4 

(b) +6 

(b) +4 

(b) ~ 4 

(c) 0 

(c) +6 

(c) - 3 

(d) +8 

(d) 0 

(d) 0 

(e) -4 

(e) -1 

(c) +10 

33. (a) -2 

34. (a) +4 


(b) +8 

(b) +4 


(c) -2 

(c) -3 


(d) 0 

(e) -2 
(0 0 

(d) -4 



32. (a) - 3 

(b) - 3 

(c) + 6 

(d) 0 

(e) - 2 

(0 +10 


WHAT YOUR SCORE MEANS 


Score 

0-99. Below average for people of the general population 

100.Average for people of the general population 

101-248 .Above average for people of general population 

162.Average for college students 







executive reaction 

PATTERN TEST 


Underline the term or dearee wH.Vh 

on. Do not try to think of what ° de 9 ua, «ly describe* your likes, beliefs, record, and so 

done. y ° U WOU,d ° r lhou,d do ' buf «»*wer according to whot you have 


1. Number of meetings of a technical nature 

or of trade associations attended—lo¬ 
cal organizations as well as national or 
state: 

□ a. Ten or more per year. 

□ b, From 5 to 10. 

□ c. From 1 to 5. 

□ d. Few or none. 

□ e. None. 

2. Activity in trade or technical association 

meetings: 

□ a. Took very active part as a leader 

□ b. Frequently took part in discussions. 

□ c. Occasionally asked questions. 

□ d. Rarely took part. 

□ e. Never took part. 

3. Time devoted to personal appearance: 

□ a. Large amount. 

□ 6. Considerable amount. 

□ c. Moderate amount. 

□ d. Few minutes a day. 

□ e. Neglect it. 

4. Amount of study given to subjects related 

to my business since leaving school: 

□ a. Spent all available time on such sub¬ 

jects. 

□ b. Studied business subjects frequently. 

□ c. Occasionally spent time in study of 

my business. 

□ d. Seldom gave any. 

□ e. Never gave any. 

5. When I have read the daily papers, I have 

read items relating to business: 

□ a. Almost exclusively. 

□ b. Much of the time. 

□ c. Frequently. 

□ d. Occasionally. 


□ e. Never, except by accident. 

6. My record of leadership in my youth: 

□ a. Frequently organized games, teams, or 

clubs. 

□ b. A leader in activities. 

□ c. Little marked leadership. 

□ d. Willing to follow other leaders. 

□ e. Disregarded playmates. 

7. I actually associated with men whose abil¬ 

ity was: 

□ a. Much greater than mine. 

□ 6. Somewhat greater. 

□ c. About the same. 

□ d. Slightly less than my own. 

□ t. Considerably less. 

8. When I was not busy taking recreation or 

taking care of routine matters and had 
some time for thinking along any line, 
I devised new methods, plans, or sys¬ 
tems. The percentage of such available 
time devoted to improvements was 
from: 

□ a. 75-100 per cent 

□ b. 50-75 // /, 

□ c. 25-50 // // 

□ d. 5-25 // // 

□ e. 2-5 // // 

□ /. 0-2 // * 

9. My thinking of improvements dealt with 

problems relating to (underline as 
many as apply) : 

□ a. Organization of company as a whole. 

□ b. Organization of work within one de¬ 

partment. 

□ c. Organization of work between depart¬ 

ments. 

□ d. Stimulating employees. 
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□ e. Cutting costs. 

□ /. Increasing sales. 

□ g- Better service to customers. 

□ h. New mechanical inventions. 

□ i. Better financing. 

□ /. Helping society in general. 

10. My family influence has: 

□ a. Greatly stimulated me to do my best. 

□ b. Stimulated me slightly. 

□ c. Had no effect—good or bad. 

□ d. Had slightly negative effect. 

□ e. Had pronouncedly negative effect. 

11. A rival or rivals: 

□ a. Stimulated me strongly and I tried to 

beat them. 

□ b. Stimulated me slightly. 

□ c. Did not affect me at all. 

□ d. Discouraged me slightly. 

□ e. Discouraged me greatly. 

12 . I met my financial obligations: 

□ a. Always promptly. 

□ b. Fairly promptly. 

□ c. As best I could. 

□ d. Sometimes with failure. 

□ e. Sometimes with neglect. 

13. In times of failure or discouragement: 

□ a. I persisted. 

□ b, I persisted to a limited extent. 

□ c. I thought of ways out of the difficul¬ 

ties and applied them to the problems. 

□ d. I thought of remedies but did not ap¬ 

ply them. 

□ e. I just quit and regretted that I was 

not trained to solve them. 

14. My energy supply: 

□ a. Compels me to keep busy at all times. 

□ b. Is plentiful. 

□ c - Is enough to meet my needs. 

□ d. Is small and I force myself to keep 

going. 

□ e. Prevents my attaining many possi¬ 

bilities. 

15. My attitude toward risks: 

□ a. I took many serious business risks. 

□ 6. I took a few serious business risks. 

□ c. I took no serious risks. 

□ d. I took a few minor chances. 

□ e. I took no serious or minor chances. 

16. The extent to which I tried to make a favor¬ 

able impression on important persons: 

□ a. I made definite plans and devoted 

much time to impressing the right per¬ 
sons. 

□ b. I devoted a slight amount of time to 

making a good impression. 


□ c. I seldom planned to do so in advance, 

but, if opportunity arose, I tried to 
make a good impression. 

□ d. I never noticed such opportunities. 

□ e. I disliked the practice in others and 

never indulged myself. 

17. Problems or difficulties around me: 

□ a. Stimulated me greatly. 

□ b. Stimulated me mildly. 

□ c. Had no effect. 

□ d. Caused slight discouragement. 

□ e. Caused pronounced discouragement. 

18 . Criticisms from others regarding my work 

have: 

□ a. Greatly stimulated me to do better. 

□ b. Slightly stimulated me to do better. 

□ c. Had no effect. 

□ d. Worried me. 

□ e. Caused resentment. 

19. Anticipating problems before they arose: 

□ a. Gave them much thought. 

□ b. Gave them some thought. 

□ c. Planned to meet present problems 

only. 

□ d. Let all problems take care of them¬ 

selves. 

□ t. Passed them on to experts. 

20. When conversing with superiors: 

□ a. I felt at ease and talked freely. 

□ b. I talked freely, but was not at perfect 

ease. 

□ c. I talked fairly freely, but was ill at 

ease. 

□ d. I talked little, because I was ill at 

ease. 

□ t. I felt inferior and said nothing. 

21. When conversing with inferiors: 

□ a. I tried to make them feel at ease. 

□ b. I let them talk. 

□ c. I talked more than they. 

□ d. I monopolized the conversation. 

□ t. I tried to make them feel inferior. 

□ /. I did not think of any differences be¬ 

tween us. 

22. In group discussions: 

□ o. I said nothing. 

□ b. I spoke occasionally. 

□ c. I spoke when I had something worth 

saying. 

□ d. I dominated the conversation. 

23. The amount of time I devoted to work has 

been: 

□ a. Far too much to enjoy life fully. 

□ b. About the right amount. 
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□ c. Too much. 

□ d. Too little. 

□ e. Decidedly too little. 

24. Ability to influence others- 

□ - ^cou.d influence U rg e numbers o, per- 

□ *■ influence Sm ,U „ umbers of 

LI a. 5 or more. 

□ 3 to 5. 

□ c. 2 or 3. 

□ d. 1 or 2 . 

□ t. None. 

26 ‘ n y J n v rCStin mypasl work h « been- 

□ a. Very great and enjoyable. 


□ ft. Usually enjoyable. 

□ c. Slightly enjoyable. 

□ d. Little or none. 

□ e. Mostly negative. 

27. The number of my friends who would help 
me in putting across a really good 
idea: 

□ a. A great many—SO or more. 

□ ft. Many—10 to SO. 

□ c. Few—S to 10. 

□ d. Very few—1 to 5. 

□ e. None. 

2S. The extent to which I have gone out of my 
way to help others: 

□ a. Often inconvenienced myself. 

□ ft. Occasionally inconvenienced myself. 

□ c Seldom inconvenienced myself. 

□ d. Never inconvenienced myself. 

□ e. Believed in taking care of myself and 

in letting others do the same. 


key to the executive reaction pattern test 


1 - (a) +10 

(b) + 2 

(c) - 3 

(d) - 5 

(e) - 5 


2 - (a) +6 

(b) +4 

(c) -6 

(d) -2 

(C) —6 


5- (a) +6 

(b) +2 

(c) 0 

(d) -6 

(c) -8 


b- (a) 0 

(b) +3 

(c) 0 

(d) -S 

(e) 0 


3. (a) 0 

(b) +2 

(c) -5 

(d) -2 

(c) -3 

7. (a) +1 

(b) +3 

(c) -5 

(d) 0 

(e) 0 


*9. (a) +2 

(b) 0 

(c) +2 

(d) +2 

(e) 0 

(0 0 

(g) 0 

(h) +2 

(i) +2 

(j) +2 

13. (a) +4 

(b) —i 

(c) -3 

(d) 0 

(e) 0 


10. (a) +2 

(b) -5 

(c) -3 

(d) +3 

(e) -3 


H. (a) +5 

(b) +2 

(c) -2 

(d) 0 

(e) 0 


11. (a) +3 

(b) -1 

(c) -2 

(d) 0 

(e) -5 


IS. (a) +5 

(b) 0 

(c) -2 

(d) —3 

(e) -5 


4. (a) +3 

(b) 0 

(c) -1 

(d) -8 

(e) -8 

8. (a) +6 

(b) +5 

(c) 0 

(d) -1 

(e) -5 

(0 -5 

12. (a) +4 

(b) -4 

(c) -S 

(d) -5 

(e) -5 


16- (a) -6 

(b) +2 

(c) +1 

(d) 0 

(e) 0 
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(a) +4 

18 . (a) +2 

(b) -2 

(b) -2 

(c) -5 

(c) 0 

(d) -5 

(d) -4 

(e) -5 

(0 +4 

(a) +3 

22. (a) -5 

(b) +6 

(b) -S 

(c) -3 

(0 +5 

(d) -3 

(d) +5 

(e) -3 


(f) "3 


(a) +10 

26. (a) +S 

(b) + 5 

(b) -3 

(c) 0 

(c) 0 

(d) - 4 

(d) -6 

(e) + 2 

(e) -6 


• Number 9 should also be scored on the total 
number of items underlined. If only one or two items 
arc underlined, give no extra credit. If three or more 
items are underlined, give a plus score equal to the 
total number of items underlined. Example: if the 
five items c, d, h, i, j are underlined, each item having 
a +2 score, the total score for question No. 9 would 
be 10+5, or IS. 

Assign plus and minus values to your own answers 
according to the above key. Add all the values having 
a plus sign. Add all those having a minus sign. Then 
add the two sums algebraically. Find the position of 


19. 

(a) 

+ 4 

20. (a) 

+ 4 


(b) 

0 

(b) 

-2 


(c) 

-3 

(c) 

-4 


(d) 

-4 

(d) 

— 4 


(e) 

+ 5 

(e) 

-4 

23. 

(a) 

-2 

24. (a) 

+ 4 


(b) 

+ 6 

(b) 

+ 2 


(c) 

0 

(c) 

-1 


(d) 

-2 

(d) 

-4 


(e) 

-2 

(e) 

-4 




(0 

-4 

27. 

(a) 

+ 10 

28. (a) 

+ 4 


(b) 

0 

(b) 

-4 


(c) 

- 4 

(c) 

-4 


(d) 

0 

(d) 

-4 


(c) 

0 

(e) 

-4 

your final : 

icore 

in one of the 

six grades 

in the 


treme left-hand column of the probability table. Read 
to the right and the per cent figures will indicate, 
statistically, the percentage of businessmen who made 
the same score in the test. 

Example: Of the businessmen who made a score of 
minus 40 to minus 120, 100 per cent were in the 
lower-most category of business position; of those 
who made a score of plus 81 and above, 14 per cent 
were in the middle, 29 per cent in the upper middle, 
and S7 per cent in the uppermost classification of 
position held in business. 


PROBABILITY TABLE SHOWING THE RELATION BETWEEN SCORES IN EXECUTIVE REACTION 


PATTERN TEST AND CLASSIFICATION OF POSITION IN BUSINESS 

Lower- Lower 

Upper- 

Upper- 

Score in Test 

most 

middle 

Middle 

middle 

most 

+ 81 and up . 

.. 

• mm 

14% 

29% 

57% 

+ SI to +80. 

• • • • • 

13% 

22% 

22% 

43% 

+ 21 to +50. 

7% 

30% 

33% 

21% 

9% 

- 9 to +20. 

15% 

39% 

34% 

9% 

3% 

- 10 to - 39. 

— 40 to — 121 . 

59% 

.. 100% 

18% 

18% 

5% 

• a • 

Mean . 

.. -23.1 

+ 14.8 

+ 23.0 

+ 40.5 

+ 62.9 

Median . 

.. -25.0 

+ 13.5 

+ 26.0 

+ 41.0 

+ 66.0 











answers to tests 

IN TEXT 


INTERPRETATION Of ANSWERS TO PRE-MARITAL TEST- 
Am I Well-Bolonced ? " (poge 275) 


thehsMO '1 q T U f” ,i0nS Sh ° Uld h' * nsw '" d W 
me last 10, no. If you answered IS or more cor- 

InrM T- W0 K ld appcar “X^OOllly wcll-bal- 


On the basis of rating scales, using extremes 
(quintiles), the validity of this test is about .40. 
Copyright of test and scoring by Clifford R. 
Adams. Associate Professor of Psychology, Penn¬ 
sylvania State University. 


Amwer to Project 

a. Admitted. With an average of 86 his freshman 
year, Anchovy made the dean’s list 

b. Reacted. Bass, rejected by every college to 
whrch he applied, joined the Marine Corps 
where he was cited as best man in his platoon 

R K JCCl K d ‘ WCnt 10 a good smaU college 
where he ,s doing fairly well in a less demand¬ 
ing program than Yale’s, 

d. Admitted. By hard work, Cod got a 71 aver- 


Question 5, page 340 

age in January and upped it to 75 by June. 

e. Rejected. Haddock, it turned out, didn’t want 
to go to Yale despite family pressure, which 
accounts for the "tailspin" of his senior year. 
He went instead to a state university, where 
he happily studied agriculture. 

f. Rejected. Puffer went to another college, 
where he has a C plus average. 


WHICH ONE WOULD YOU HIRE? 

Here is the actual sales ranking of the salesmen 
whose records are given. How right were you? 

1st: Former doctor 
2nd: Rose from ranks 
3rd: Old-timer 
4th: Smooth operator 
5th: Veteran 
6th: Former failure 
7th: Had own business 
8th: Social register 

The results of a study of the reliability of 
judgments of intelligence from photographs are 
reported in the Journal of Abnormal and Social 
Psychology, July 1939. Care was taken in this ex¬ 
periment to use a large number of photographs 
and a group of "judges” accustomed to sizing up 
people on relatively short notice. 


Answers to quiz on pages 304-305 

Photographs of the "passport” type were taken 
of 150 first-year male college students, all of 
whom were taken in the same position, at the 
same distance from the camera and facing it 
squarely. The intelligence of the subjects was 
estimated by the Thurstone Intelligence Test IV 
given by a person experienced in testing. The 
raw scores were found to range from 35 to 150. 

Subsequently the photographs, numbered for 
identification purposes, were given to a group of 
ten experienced personnel managers and social 
workers with careful instructions to classify them, 
according to the subject’s intelligence, into eight 
groups, ranging from lowest to highest. 

It was found that all the judges estimated 
intelligence with an approximately equal degree 
of inaccuracy; the pooled estimates of the judges 
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ANSWERS TO TESTS IN TEXT 


had an equally low correlation with intelligence 
(.07±.055); and the judges were no more ac¬ 
curate in estimating extremes of intelligence than 


they were in estimating average or near-average 
levels. 


ANSWER TO FIVE-CIRCLE CHARACTER TEST (page 336) 

If you have a plus score on any one trial, the 
probabilities are very great that you "peeped.” 


ANSWERS TO SAFETY VIOLATIONS PICTURE PUZZLE (page 380) 


In the drawing which depicts a scene in a 
bottling house operation, there are shown thirty- 
four distinct unsafe practices or conditions, as 
follows: 

1. Man in foreground is removing foreign body 
from another’s eye with dirty handkerchief 
instead of using proper first-aid facilities. 

2. Man is smoking in room where alcoholic bev¬ 
erages are being bottled and near can of 
gasoline. 

3. Welder docs not have electric arc covered 
and is welding near can of gasoline. 

4. Welder has sharp protruding tools in his 
pocket. 

5. Welder has sleeves rolled up while welding. 

6. Welder’s pliers, chisel, and so on, are lying 
in aisleway. 

7. Cable from welding machine is stretched 
across aisle. 

8. Girl on bottling line has long flowing hair, 
uncovered. It may get caught in the moving 
machinery. 

9. Same girl is wearing loose bracelets on arm. 

10. She is also wearing shoes with high heels. 

11. Stool on which she is sitting has broken back¬ 
rest and braces. 

12. Man at capper has grip around bottle and 
might be cut if the bottle broke. 

13. There is no guard on capper, and operator is 
not wearing goggles. 


14. There is no guard on filler pump belt. 

15. Man is oiling moving machinery. 

16. Same man has waste rag hanging from 
pocket, where it might get caught in moving 
machinery. 

17. Same man has loose sleeves that might get 
caught in moving machinery. 

18. Man carrying cartons has them stacked so 
high he can not see in front of him. 

19. Same man has hole in sole of shoe. 

20. Man in right background is climbing over 
power conveyor. 

21. Girl at left is running. 

22 . Man is carrying ladder in a hazardous man¬ 
ner and not looking where he is going. 

23. Fire extinguisher is blocked by cases. 

24. Hand truck is in middle of floor. 

25. Ladder on which man is working is set up 
incorrectly. 

26. There is broken glass in back door. 

27. Cartons are thrown across aisle. 

28. Bucket is set in aisle. 

29. Section of pipe is lying in aisleway. 

30. Labels are scattered on floor. 

31. Broken bottles are on floor. 

32. Lid is off sewer along bottling line. 

33. Bottle caps are scattered on floor. 

34. There are no sprinklers in building. 


ANSWERS TO ” FACE QUIZ " (page 152) 

b. 51, 6, and 7 
Anxiety as a plane falls 

c. 10, 29, and 14 

Anger and repose when seeing a dog beaten 

d. 55, 15, and 32 
Pleasant surprise 

Answer to Project Question 1, page 575 

Heading d. "Men Who Know It All Are Not 
Invited to Read This Page.” 
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and life expectancy, 98 
Psychopathic personality, 26, 111 
Psychoses: 
and age, 24 
functional, 25 
and neurosis, 93 
organic, 25 
senile, 111 

Psychosomatic illnesses, lOOff. 
Psychosurgery, 113 
^/Psychotherapy, 109f. 
termination of, 122 
treatment of, U3ff. 
values of, 125 ““ 

Psychotics, 2TwTll0f. 

Questionnaires (see Marketing) 

Radicals, reformers, and rowdies, 
SOf. 

Rank, paraphernalia of, 249 
Ranking, 346 
Ratings: 
applicant. 308 
kinds of, 34Sf. 

Lincoln Electric Company, 3$Sf. 
principles of, 3SOf. 
Rationalization, 26 
Regression. 26. 6Sf. 

Religion: 

and marriage, 266 f. 
and therapy, 116 
Repression, 72f„ 91 
censor. 120 
in dreams, 119 
sexual symbols, 119 
Research, 594ff. 
evaluating. 597ff. 
graphs. 598 
with monkeys: 
stress in yoked pairs, 88 
wire mother-surrdgates, 284ff. 
motivation: 
contribution of, 550 
in marketing, 544ff. 
frozen vegetables, 561 
instant coffee, 547 
toothpaste, 538 
organizations for, 596 
starting, 596f. 

Resistance, 121 

Richardson, Bellows, Henry & 
Company, Inc., 8 
Rigidity, 66f. 

Rohrer, Hibler & Replogle, 15 
Role-playing, 441 
for salesmen, 582f. 


Sadism, 83 

Sales managers, successful vs. un¬ 
successful, 326 
Salesmanship, 578ff. 
approach, 585f. 
closing sales, 589f. 
formulas for, 584 
gestation period, 586 
meeting objections, 587ff. 
need for, 578f. 
personality types, 583 
retail, 580f. 
wholesale, 580 
Salesmen: 
vs. engineers, 32S 
food, 327 

photographs of, 304f. 
role-playing, 582f. 

Scapegoating, 73ff. 

in advertising, 574 - 
Schizophrenia, 111 
"Scholarship and Distinction," 232 
Science Research Associates, 462 
Scentific method, 8f. 

Seattle University, 231 
Security: 
economic, 498 
emotional, 3,760 
Self-actualization, 141 
Self-analysis. 222 
bias in, 223 

Self-consciousness, 187 
Self-respect and acceptance of 
others, 165 

Selling (see also Salesmanship): 
distribution channels, 580 
formulas for, 584 
Senile psychosis, 111 
Sexual anomalies, 27, 82ff. 

Shock treatment, 113 
Sibling rivalry, 290ff. 

"Six Burghers of Calais," 180 
Social obligations, 213f. 

Sociogram, 412 
Sociometric technique, 409 
Somatization reactions, 100 
SRA Employee Inventory, 462 
Stage fright, 96 
Stress: 

executive, 101 
groups under, S04, 523 
and lynchings, 504 

in monkeys, 101 

Students: 
accounting, 227 
creative writing, 227 
problems of, 3 
adjustment and grades, 138 
Study: 

methods, 198ff. 
concentration, 200 B. 
for examinations, 208 ff. 
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Study (Coni.) 

library use, 206 f. 
memorizing, 208 

names and faces, 209 
noteraaking, 205f. 
physical setting for, 203 
scheduling, 202f. 
reading, 203 
writing, 207f. 
problems, 198ff. 
spelling, 199 
Studysphere, 196 
Stuttering, 46 
Subconscious, 121 
Subject, defined, 199 
Sublimation, 123 
Suffering hero mechanism, 26 
Superego, 121 
Supervisors: 
and automation, 525f. 
discipline of employees, 170, 
439f. . 

effects on production, 432ff. 
executives: 
characteristics of, 329 
skill in counseling employees, 
163 

. stress, 101 

training programs, 4S0 

maturity of, 2 

meanings to employees, 430ff. 
training of, 428, 436ff. . 
conference, <37ff. 
permissive method, 440f. 
role-playing, 441 
in sensitivity, 448ff. 

Suppression, 91 

Tachistoscope, 572 

Tests: 

achievement, 130 

“Am I Well-Balanced?” 275 

character, 336 

college admission, 340f. 

and deceit, 336 

Edwards PPS, 139 

/ • 


Tests (Cont.) 

“Executive Reaction Pattern 
Test,” 617ff. 
in hiring, 322, 324ff. 
intelligence, 136ff. 

and occupation, 138 
kinds of, 325 
LAD, 322 

limitations of, 334ff. 

maturity, 611 
MMPI, 159, 183 

Neurotic Personality Factor, 
330 

optimum range in, 334 
personality, 330 
profiles of. 327 
projective, 328 
Rorschach ink-blot, 328 
of salesmen and engineers, 325 
“Social Knowledge," 605ff. 
sociometric, 409ff. 

Thematic Apperception Test, 
328,548 

Taylor Manifest Anxiety Test, 
62 

values of, 330 
vocational interest, 223f. 
Time-consumers, 213 
Titanic, 17 

Training Within Industry Pro¬ 
gram, 444 

Tranquilizing drugs, 114 
Transference, 121, 122 
Transients, 307 


Unconscious, 118f., 121, 227, 549 
Unions, labor, 496ff. 
dual loyalties, 502f. 
information from, 476 
leaders, 499ff. 
peace with, 507 
stages of formation, 50«f. 
strikes, 503ff. 

workers’ participation in, 502 
United States Employment Service, 
’ —330 


University of Houston Personnel 
Psychology Services Center, 
300 

University of Michigan: 

Group Dynamics Laboratory, 
404 

Institute for Social Research, 
415, 432ff., 466f. 

University of Texas: 

Hogg Foundation, 129 
psychology building, 360 

Vocation (see also Employment): 
choosing a, 36, 2l7f., 221f. 
interest tests, 223f. 
parental advice in, 219 
program, 234 (table) 

Voyeurism, 83 

Western Electric Company, 406, 
409, 421 

“Whenpecking," 97 

Withdrawal, 70f. 

Working conditions, 360ff. 
accidents, 377ff. 
color: 

in factories, 364 
in schools, 36S 
fatigue and boredom, 382ff. 

rest periods, 383, 407, 421 
light: 

distribution, 364 
intensity, 361 
in footcandles, 361 
vision checks, 360 
morale, 359 
music, 373 
night work, 381 f. 
noise, 3680. 
ear defenders, 370 
hearing, damage to, 371 
safety practices puzzle picture, 
380, 622 

Worry, 96 

“Young Raleigh," 216 
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